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ABSTRACT 
This study looks at a programme designed to influence the 
practice of marketing planning in small/medium sized firms 
and analyses the impact of marketing planning on the firms 
when they are provided with such a plan. The study confirms 
that the incidence of marketing planning in small firms is 
very low. The results suggest that an evaluation of the 
programme based only on producing a plan and then 
implementing it, is inadequate. The real effect of the 
exercise is also its impact on knowledgeability within 
firms. Involvement of firms in the marketing planning 
process increases awareness and knowledgeability of 
marketing planning. It is argued that the effect will result 
in the gradual adoption of formal marketing planning by 
firms. Not only does the experience increase 
knowledgeability, but the results also indicate that the 
value of marketing planning to a firm is related to 
knowledgeability. Firms regard the exercise as valuable if 
it has had a positive impact on their understanding of 
marketing and strategic issues. More importantly, increased 
knowledgeability encourages firms to implement more of the 
recommendations contained in a plan, which can lead to 
better performance. The results also indicate that the 
marketing consultant can have an important role in fostering 
strategic orientation and marketing awareness in managers of 
small/medium sized firms. The effectiveness of the programme 
depends greatly on both the performance of the consultant 
who prepares the plan and the way the scheme operates. 
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I 
MANAGEMENT SUMMARY 
This study looked at a programme, (the Support for Marketing 
scheme, or as it is called now the Marketing Initiative), 
designed to influence the practice of marketing planning in 
small/medium sized firms, and analysed the impact of 
marketing planning when firms are provided with such a plan 
prepared by an external consultant. 
The major findings of this study are presented in this 
summary. The results are related to: 
1- The situation of firms at the beginning of the project. 
2- The evaluation of the SFM scheme and consultant. 
3- The impact and outcome of the exercise: 
- the impact on knowledgeability. 
- the impact on performance. 
1. SITUATION BEFORE INTERVENTION 
To assess the position of the firms before the intervention 
two sources were used: 
i. The responses obtained through the survey and 
ii. The written evaluation of the senior industrialist who 
visited the firm. 
II 
1.1 The results of this study confirm that the practice of 
marketing planning in small firms is very limited. They also 
indicate that there is a gap between a firm's perception of 
the practice of marketing planning and the senior 
industrialist's view. 
1.2 These firms rarely have a marketing manager with 
specialist knowledge of marketing. Either there is no one 
responsible for the marketing activities of the firm or this 
responsibility is part of the many duties of a general 
manager or other director of the firm. In their budget, no 
provision is made for the marketing function or training. 
1.3 Marketing is not a major concern of small firms and 
this is mostly because they are unaware of its benefits and 
unsure of its value. The knowledge of issues related to 
marketing is extremely limited within these firms. 
1.4 Although an approach to a marketing consultant is a 
possibility, firms are worried by the price, are unaware of 
the benefits, and therefore unsure of its value for money. 
1.5 Even when they overcome the barrier of the cost they 
are reluctant to use a marketing consultant because they do 
not know what criteria to use for selection and are 
uncertain about how to manage the consultant. 
III 
1.6 The incidence of business planning is significantly 
higher than that of marketing planning. This is confirmed by 
firms and the senior industrialist. 
1.7 As would be expected the business and marketing plan 
are related to one another. Evidence for this is based on 
the results of the survey and is supported by the senior 
industrialist's view. 
1.8 While firms' responses indicate a positive relationship 
between marketing planning and allocation of marketing 
responsibility (i. e. there is more formalised marketing 
planning where there is a marketing director), data obtained 
based on the senior industrialist's views reveals that no 
such interaction exists. This dissimilarity in results is 
due to: 
a. An over-estimation by the firms of their marketing 
activities. As mentioned before, forecasts and budgets 
are confused with planning. 
b. It also implies that the presence of'a marketing director 
does not guarantee that marketing planning will be 
practised. In many cases, marketing directors are 
apparently more concerned with the day to day activities 
of a firm than with formal planning. 
1.9 Generally a marketing expert was approached to organise 
the marketing activities of the firm in a formal way, to get 
IV 
a professional view from an expert regarding their 
activities, to have existing marketing activities confirmed, 
or to develop a long term plan. The answers show that firms 
felt that an external expert could help them to organise 
their marketing activities or at least give them confidence. 
1.10 The results indicate that the allocation of marketing 
responsibility to a marketing director is related to the 
size of the firms both in terms of turnover and number of 
employees. 
1.11 The positive relationship between allocation of 
marketing responsibility and further use of planning implies 
that where there is an individual responsible for the 
marketing activities, the firm is more likely to follow up 
with planning activity. The positive relationship between 
the existence of business planning and further use of 
planning suggests that previous experience of planning has a 
positive effect on its further use. 
2. EVALUATION OF THE SCHEME 
2.1 The level of satisfaction with the Support for 
Marketing scheme is quite high. Firms generally find the 
scheme operating satisfactorily as regards to speed of 
response, rapidity in decision-making, efficiency of 
execution and lack of bureaucracy. 
V 
2.2 The overall evaluation of the SFM scheme in terms of 
concept and execution was assessed. Most firms found 
execution of the scheme to be good or very good. However, a 
much higher percentage of firms found the scheme as valuable 
in terms of concept. The importance attached to the concept 
of the Support for Marketing scheme reflects to a certain 
extent the recognised need to improve marketing activities. 
Most of the firms would recommend the use of the scheme to 
other firms. 
2.3 A great percentage of the firms would not have used a 
marketing consultant (86%) if it were not for the 
availability of a subsidised consultancy project, mostly due 
to cost and lack of awareness of benefits. 
2.4 Firms found that senior industrialists were quite 
successful in explaining the nature of a strategic marketing 
project. To a lesser degree, they were also helpful in 
briefing firms on how to manage the consultant. Firms' 
overall evaluation of senior industrialists reflects that, 
on the whole, they achieved their objectives. 
2.5 In general, the level of satisfaction with the 
consultants is quite high. Although firms find familiarity 
with a particular business a relevant issue, in practice 
many consultants were unfamiliar with the type of business 
with which they were dealing but were seen to be able to 
understand the key issues. Most of the firms believed that 
vI 
the consultant's report was well communicated and 
comprehensible. 
2.6 Generally firms believed that the SFM scheme was good 
value for money. As to the relationship of its value to 
other variables, there is no relationship between the "value 
to the firm" and "evaluation of the scheme in terms of 
concept". However there is a positive relationship between 
the scheme in terms of execution and its value to the firm. 
The difference in the results suggests, not surprisingly, 
that although firms attach high value to the planning 
concept and its usefulness, once they become aware of it, 
they find it of value only if it is executed effectively. 
2.7 It is interesting to notice that again, while the 
scheme in terms of concept has no relationship with 
evaluation of the consultant, the quality of execution is 
positively related with it. This emphasises how the 
operation of the SFM scheme is, judged in terms of its main 
element: the consultant and his performance. 
2.8 The results also show that the performance of the 
consultant and operation of the scheme influence the 
perceived value to the firm. This suggests that, in order to 
encourage firms to have an effective marketing planning it 
is necessary for both the consultant and the Support for 
Marketing scheme to perform well. Only then do firms find 
the SFM scheme valuable and recommend it to other firms. 
VII 
2.9 No relationship was identified between perceived value 
of the SFM scheme and firms' characteristics. The results 
show that the benefit firms receive from the SFM scheme's 
intervention is greatly influenced by the operation of the 
scheme and the consultant's performance, rather than by 
firms' characteristics. 
3. THE IMPACT OF THE SUPPORT FOR MARKETING SCHEME 
3.1 THE IMPACT ON KNOWLEDGEABILITY 
The value of external intervention cannot be assessed merely 
based on the preparation of a plan and the implementation of 
recommendations contained in it. The interaction with the 
expert also has an important influence in increasing 
knowledgeability and awareness towards marketing issues and 
marketing planning. 
3.1.1 This study shows that the process of planning has an 
effect in increasing knowledgeability, particularly for 
issues related to marketing planning, such as targeting of 
the market, identifying new opportunities, assessing 
strengths and weaknesses of the firm and understanding the 
firm and its position in the market. 
3.1.2 The impact on knowledgeability can be grouped in 
three major areas: 
Increased knowledgeability of marketing operation 
Increased knowledgeability of marketing strategy 
VIII 
Increased marketing awareness 
3.1.3 The results show that any relationships between the 
knowledgeability and firms' characteristics are few and 
inconclusive, which implies that the benefits received in 
terms of knowledgeability are substantially unrelated to the 
characteristics of the firm. 
3.1.4 The results show that not only is there an effect on 
knowledgeability of the firms, but also the value of the 
exercise is seen to be related to marketing awareness and 
increased knowledge of marketing strategy issues. This 
indicates that firms will find the scheme to be good value 
for money if their knowledgeability of marketing has been 
enhanced. 
3.1.5 Theory suggests that the value of consultancy lies in 
its ability to develop the knowledgeability and capability 
of the client firm. The results of this study show a 
positive relationship between consultant performance and 
increased marketing awareness and knowledgeability. Strong 
relationships was also identified between knowledgeability 
and the operation of the SFM scheme. The results show how 
the performance of the consultant and the way the scheme is 
executed can positively influence the knowledgeability of 
the firms. 
IX 
3.1.6 The findings also show that the higher level of 
increased knowledgeability results in stronger support and 
increased recommendation of the scheme to others. 
3.1.7 The results also identify that increased 
knowledgeability has an impact on implementation of the 
recommendations. Firms tend to implement more 
recommendations regarding 'product/market' and 
'administration/organisation', when their awareness of 
marketing and knowledgeability of marketing strategy is 
enhanced. 
3.1.8 Increased knowledgeability encourages firms to use 
marketing planning in future. 
3.2 THE IMPACT ON PERFORMANCE 
Within the scheme it is assumed that firms provided with a 
marketing consultant who develops a marketing plan, will 
then adopt a marketing approach more widely. Furthermore, it 
is implicitly assumed that the extended use of marketing 
planning will eventually be translated into better 
performance in small/medium sized firms, and they will 
become more prepared for the challenges of a competitive 
market. 
It is too soon to address the impact on performance fully at 
this stage, recognising the limited time available in some 
cases for implementation of the consultant's 
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recommendations. Therefore the full financial benefits of 
the SFM scheme can only be assessed at later stages. The 
early results assessed in this study can only be viewed as 
an indication for further studies. 
3.2.1 For some of the- firms, the scheme has- already 
contributed to performance. Their turnover, profitability, 
market share, number of customers and employees- have 
improved 'a great deal' or 'to a certain extent', as a 
result of the help received through the scheme. Others 
expect to see these benefits appear in the future, in most 
cases within the next one or two years. 
3.2.2 There has also been a stronger and more immediate 
impact in the areas of \providing marketing planning 
capability, a sense of direction, and devising future plans. 
The SFM scheme has contributed also to internationaL 
competitiveness, although to a lesser extent. Firms find 
that their overall performance has been positively 
influenced as a result of the expert intervention. 
3.3.3 The value of the SFM scheme. -. to the firms is related 
to performance. This result shows, as would be expected, 
that an important factor influencing the value of the SFM 
scheme to a firm is its impact on performance. The impact on 
performance of the firm is also related to how well the 
consultant performs. The results also indicate that when the 
SFM scheme has a positive impact on the actual performance, 
the firm is likely to recommend it to others. 
XI: 
3.2.4 A positive relationship between contribution to 
performance and perceived value is not surprising and would 
be expected. But the positive relationship between 
evaluation of the consultant and performance is of 
particular interest. It indicates that where the consultant 
is evaluated as performing well, there is a higher 
contribution of the SFM scheme to performance. This shows 
how satisfaction with the external expert can influence 
results achieved by the firm. In fact, the implementation of 
consultant's recommendations is also affected by the degree 
of satisfaction with the consultant. 
3.2.5 Performance is also related to the implementation of 
recommendations. Where the SFM scheme is thought to have 
contributed to the performance and marketing planning 
capability of the firm, there is a tendency for more 
recommendations regarding the product/market, price 
strategy, customer/ supplier and administration/organisation 
to have been implemented. The relationship between 
performance and the implementation of administrative and 
organisational recommendation's shows how important it is to 
secure the administrative and organisational support in 
order to have improved performance. 
3.2.6 Firm's overall evaluation and reaction are related to 
the consultant's performance, operation of the scheme and 
performance. It also shows that although the real impact on 
performance is a consequence of implementing the 
recommendations, such implementation requires firms firstly 
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to have a positive experience with the expert and the 
operation of the SFM scheme. 
3.2.7 The findings of this study also indicate that as a 
result of the contribution of the SFM scheme to improved 
performance, firms will use planning more in the future. 
3.2.8 The results also identify a positive relationship 
between knowledgeability and performance factors; i. e. 
higher performance is associated with higher 
knowledgeability. 
4. RECOMMENDATIONS 
The level of the use of marketing planning in small firms is 
considered to be "abysmal" (Pettit and Lynch, 1986). Recent 
studies identified that lack of marketing can be one of the 
factors contributing to lack of success (Baker et al, 1987). 
The results of this study indicate that the level will not 
change without an external force to encourage and assist 
firms to use marketing planning and develop their marketing 
activities. In practice firms are either not aware of its 
benefits or find it too expensive, and as such they do not 
practise it. By so doing, an important business function is 
lacking. 
Therefore it is recommended that: 
- The DTI should continue the SFM scheme as means to help 
the small and medium sized firms. 
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- There should be a greater emphasis on client learning and 
development of capabilities. This development of client 
capabilities should consider the following areas: 
Increased awareness of issues related to marketing. 
Increased awareness of the benefits of marketing 
planning. 
Learning how to manage an external expert. 
- When visiting firms, the senior industrialist can help the 
firm overcome the barrier of cost by explaining the nature 
of the Support for Marketing scheme's contribution towards 
the cost of the consultancy project. He can also play an 
important role in making firms more aware of the benefits 
of marketing planning and the role of the marketing 
consultant. 
- When approaching the client firm, the main objective 
should be to help him understand the importance of the 
marketing planning within the firm. The intention should 
be that even if they don't end up using this particular 
scheme, they have been sensitised towards the need for 
marketing planning. 
- Preparing firms on how to manage a consultant should be a 
priority for the scheme contractor. When briefing firms on 
how to manage the consultant, firms should be encouraged 
to participate in the planning process and provide the 
external expert with all the relevant information and 
ideas they possess. At the end of this process, the client 
firm should be capable of using a marketing consultant 
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when needed and to manage him in the best way for the 
benefits of his firm. 
- When briefing consultants, the SFM scheme should emphasise 
that their major objective has to be not only the 
development of a strategic marketing plan but also the 
enhancement of the client capability. 
- To have lasting results the dynamics produced by the 
consultancy process should be maintained. The issue that 
needs to be considered is what other competencies and 
capabilities firms need to develop in order to continue 
the process initiated by the SFM scheme and maintain the 
momentum created by the consultancy process. This point 
suggests that there is a need for progressive decrease in 
client dependency on experts. 
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CHAPTER ONE INTRODUCTION 
1.1 INTRODUCTION 
British industry is losing its share of exports and is 
increasingly being threatened by imports. Hooley and Lynch 
(1987, p. 652) referring to articles from NEDO (1979,1985) 
report: 
The long-run decline in the UK's industrial 
competitiveness in'world markets is well chronicled 
and an established subject of the highest national 
concern.. 
There has been major interest in determining the reasons 
behind this process of decline and many researchers have 
tried to determine the contributory factors by comparing the 
characteristics of successful firms with those of 
unsuccessful firms in the U. K. (See Baker et al, 1986 for 
literature review), or comparing U. K. firms with their 
counterparts in other countries. 
Different studies indicate that lack of marketing 
orientation is a major cause (Hayhurst and Wills, 1972; 
Baker, 1979; NEDO, 1981; Doyle, 1985; Doyle et al, 1987). 
Baker, Hart and Black (1987) argue that factors other than 
marketing orientation can contribute to the competitive 
success of the firms. Even in this case they agree that one 
of the causes is a lack of marketing orientation. Others 
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suggest that the problem is a lack of effective 
implementation of marketing strategies, represented by a 
focus on trappings instead of substance (Ames, 1970). 
The situation seems to cause even more concern in the case 
of small and medium sized firms. Pettitt and Lynch (1986, p. 
473) report: 
Actual marketing performance within the small firm 
sector is still recognised as being generally abysmal. 
Watkin and Blackburn (1986, p. 564) suggest: 
The importance of marketing is such that unless the 
small firms develop an understanding of marketing 
principles, the firms' survival will be less certain. 
MÖller and Anttila (1987) argue that the problem resides in 
"a too narrow perspective" of the small firms towards 
marketing. 
There has therefore been a host of government programmes 
orientated to the development of marketing understanding in 
small and medium sized firms, such as Management Extension 
Programmes and the Marketing Through Research Programme, 
(Evans, 1987). 
The 'Support for Marketing' scheme (SFM) or as it is now 
called, 'The Marketing Initiative', was devised to help 
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small and medium sized firms to overcome their marketing 
problems. It is assumed that marketing orientation and 
strategic planning will contribute to their competitiveness. 
Briefly, the criteria used by the SFM scheme -to select 
companies from among those applying for support were: 
1) Size - the number of employees of the firms had to be 500 
or less. 
2) International competitiveness - the firms had either to 
be involved in direct export or be facing direct 
competition from imported foreign goods (import 
substitution). 
3) Planning - the commitment of the firm to implement a 
strategic marketing plan (smp). One of the contributory 
factors indicated by research into the decline of UK 
competitiveness is the lack of systematic and effective 
marketing approach (See Baker et al, 1986 for literature 
review). The objective of the SFM was to provide a 
consultant to firms to encourage them to implement 
strategic marketing planning. 
The criteria are clearly related to the broad definition of 
the target population, the specific problem and the 
appropriate solution. The size characteristic defines the 
population, the export (or import substitution) criterion 
reflects the specific problem of competitiveness in the UK*, 
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and the planning commitment identifies an appropriate 
solution. 
The scheme supplies a firm with a marketing consultant 
responsible for the development of a strategic marketing 
plan (smp). The scheme encompasses a complete plan and not 
just a single element, and looks closely at the commitment 
of the firm to its implementation. One of the objectives of 
the scheme is to establish the regular practice of planning 
in the firm. 
1.2 OBJECTIVE OF THE STUDY 
The objective of this study is to look at the Support for 
Marketing scheme, which is a programme designed to influence 
the practice of marketing planning in small/medium sized 
firms, and analyse the impact of marketing planning on them 
when they are provided with such a plan by an external 
consultant. 
Within the scheme it is assumed that providing firms with a 
marketing consultant, with the objective of offering them a 
strategic marketing plan, will cause them to make wider use 
of marketing. In addition, it is implicitly assumed that the 
extended use of marketing planning will eventually be 
translated into better performance on the part of 
small/medium sized firms, and better preparation for the 
challenges of a competitive market (Figure 1.1). 
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Figure 1.1 Problem, solution and end result for the SFM 
scheme intervention 














The evaluation of the impact of the intervention could be 
done in two ways: 
i) The evaluation of the effect of the overall process on 
performance. 
The prime motive for the firms which used the SFM scheme was 
improvement in performance, which has been the ultimate 
objective of the scheme itself. Although impact on 
performance is important, it can only be addressed at later 
stages in the use of the scheme. The data was collected soon 
after the completion of the consultancy project, with almost 
90% of the firms having had the completed project in 
operation for less than a year. For this study, it is too 
soon to fully assess impact on performance, in view of the 
limited time some firms had to implement the recommendations 
offered by the consultant. Therefore, the full financial 
benefits of the SFM scheme can be assessed only at later 
stages. At most, the early results can only be appraised-as 
an indication for further studies. -- 
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Nevertheless, in spite of the time limitations, a first step 
towards evaluation of the effect of the SFM scheme on 
performance will be taken. 
ii) The development of a model explaining the purpose of 
intervention. There are two generic possibilities: plan- 
action and plan-thinking. The first approach looks at the 
plan output and examines how far the recommendations 
contained in the plan have been implemented. The other 
possibility is to look at the impact of the SFM scheme in 
increasing marketing awareness and knowledgeability (*) 
within the client firm, and enhancing the client's ability 
to apply marketing planning. Interest in the latter approach 
lies in looking at the impact of the planning process on the 
knowledgeability and understanding of firms towards 
marketing and marketing planning. 
The benefits of the planning process are not limited simply 
to implementing the recommendations, but include the change 
and development that the process produces. Therefore, the 
contribution of the SFM scheme in building the client's 
knowledgeability and awareness towards marketing planning 
needs to be considered. 1.. 
(*) A Supplement to the oxford English Dictionary, Volume 
II. H-N. Oxford: Clarendon Press, 1976, p. 538: 
1946 Time 19 Aug. 98 His portrait shows Caesar to be a man 
as far beyond mere knowledgeability as a Hitler or Stalin. 
1957 N. Frye Anat. Criticism 263 This has a truth that the 
myopia of knowledgeability is more apt to overlook. 1965 F. 
Sargeson Mem. Peon iv. 62, I had impressed my host by my 
knowledgeability. 
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Lack of marketing knowledgeability has been widely reported 
in the literature and Watkins and Blackburn (1986, p. 563) 
refer to this phenomenon in small firms thus: 
There is a widespread and lamentable lack of marketing 
knowledge in small firms. 
Pettitt and Lynch (1986) believe that lack of strategic 
awareness is a major shortcoming of small businesses. They 
argue (p. 477): 
A failure to plan in a small business context need not 
be a weakness per se. It is the absence of strategic 
awareness that may lead to excessive dependency on a 
few customers or limited products, difficulty in 
assessing market opportunities and building internal 
strength. 
Although Timmons (1976) argues that "one of the most 
striking characteristics of the successful entrepreneur is 
his attitude towards and use of planning", in practice, 
empirical research suggests that formalised strategic 
planning is very rare in the small firms (Gibb and Scott, 
1983; Ford and Rowley, 1983). Gibb and Scott emphasise "the 
importance of the strategic awareness" of the owner-manager 
in small firms. 
There have been a number of studies of the practice of 
marketing planning in firms, but so far no empirical 
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research to see the effect of the planning process in 
increasing the client's capability. This study looks at the 
impact of marketing planning on client capability, when such 
help is provided by an external expert. Increased 
knowledgeability and capability in the client firm are 
intermediate measures of the impact of the SFM scheme, 
enabling the researcher to measure and evaluate its impact 
on performance in later stages. 
This study looks at the following issues: 
- Is the scheme at all helpful, from the individual firm's 
viewpoint, in increasing its knowledge of marketing and/or 
marketing awareness? 
- Does it help firms to understand better some specific 
functions of marketing; *e. g. pricing, advertising, 
competitors, customers? 
- Does it help them to understand better the issues related 
to marketing strategy? 
- Do firms take it as a one-time solution and forget all 
about it later, or do they really adopt the practice of 
marketing planning? 
The population under study comprises a number of 
small/medium sized firms that completed the Support for 
Marketing scheme from the start of its operation in April 
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1986 until October 1988 when the data was collected. Some of 
the firms benefited from the exercise and others did not 
(Figure 1.2). 
Figure 1.2 Population under study and experience with the 







The objective is to see what the impact was and why some 
firms benefited from the SFM scheme more than others. Is the 
impact related to the characteristics of the firm, or is it 
influenced by the work of the consultant or operation of the 
SFM scheme? 
Obviously this analysis is part of an overall evaluation of 
the scheme, mainly in terms of efficiency with which the 
scheme operates rather than its final impact. 
In brief, the objectives of the study are: 
- The impact of marketing consultancy on small/medium sized 
firms which used the scheme. 
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- Assessment of the impact on performance but in a limited 
manner for the reasons already indicated. 
Apart from the above issues, the practice of marketing 
planning in small firms, the sequence of planning and the 
relationship between marketing planning and size of the firm 
will be considered. To undertake the research, a model that 
can explain the adoption of marketing planning in these 
firms will be used. 
1.3 THE SUPPORT FOR MARKETING SCHEME 
1.3.1 INTRODUCTION 
The 'Support for Marketing' scheme (SFM) or, as it is now 
called 'The Marketing Initiative', was devised by the 
Department of Trade and Industry (DTI) of the British 
Government to help small and medium sized firms to overcome 
their marketing problems. 
There have been a number of such schemes provided by the 
Department of Trade and Industry, such as support for 
Design, Support for Innovation, Support for Productivity, 
and Support for Quality. The Support for Marketing scheme 
started in April 1986. It provides selected firms with a 
marketing consultant responsible for the development of a 
strategic marketing plan. Appendix 1.1 shows a brochure 
which explains the aims and objectives of the SFM scheme. 
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Within the scheme it is assumed that by providing firms with 
a marketing consultant, with the objective of offering them 
a marketing plan, there will be a wider use and practice of 
marketing planning. Consequently, it is assumed that the 
extended use of marketing planning will eventually be 
translated into better performance of small/medium sized 
firms, making them more prepared for the challenges of a 
competitive market. 
1.3.2 FUNCTIONING OF THE SUPPORT FOR MARKETING SCHEME 
1.3.2.1 The Process of Application 
Generally, firms established telephone contact with the 
Support for Marketing Regional Contractors. Firms were asked 
to send a letter of application and any brochures and 
company information that might help the SFM scheme to 
understand better their businesses. They were then given a 
date when their firm would be visited by a representative of 
the SFM scheme's Regional Contractors. This representative 
was called a senior industrialist (S. I. ). 
1.3.2.2 Senior Industrialist Visits the Firm 
As part of the original scheme there used to be a number of 
field workers, called senior industrialists, who were 
experienced managers with high level business 
qualifications. A senior industrialist would visit the 
managing director of a firm and explain the nature of the 
strategic marketing project and would brief him on how to 
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manage the consultant. In this visit, he also would obtain 
information regarding the situation of the firm and its 
method of operation. He then filled in a form, known as the 
'senior industrialist's initial report' with questions 
concerning the existence of business or marketing plans, 
corporate objectives, evidence of resources, and willingness 
to put a new marketing plan into action (Appendix 1.2 shows 
the form for the SI's initial visit). The SI's visit is free 
of charge to the client. The cost of this visit is borne by 
the scheme itself. 
1.3.2.3 Selection of the Consultant 
If the firm is accepted, the scheme provides a marketing 
consultant. The firm can either choose the consultant or ask 
the Support for Marketing Contractor to make the choice. In 
the latter case the SFM scheme contractor will go through a 
process of matching and assigning a marketing consultant 
suitable for the requirements and needs of a particular 
firm. There is an approved list of marketing consultants 
within the scheme who have been subjected to approval 
procedures by the scheme contractor. In every case the 
selected consultant is taken from this list, and is 
responsible for the development of a strategic marketing 
plan. The scheme encompasses a complete strategic marketing 
plan and not just a single element, i. e., the consultant is 
asked to prepare an overall strategic marketing plan for the 
firm. 
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After the consultant is selected, the Support for Marketing 
scheme sends him the relevant information together with a 
'subject brief for consultant', which gives a description of 
the task to be undertaken (Appendix 1.3). 
It is normal practice for the SFM scheme contractor to have 
meetings with consultants, explaining the objective of the 
scheme and the standard of work expected of them. Although 
the consultant is free to choose his framework, from the 
Support for Marketing contractor's point of view, a number 
of elements are expected to be adequately addressed and 
substantiated in the report. Appendices 1.3 and 1.4 show the 
range of elements that need to be addressed by the 
consultant. The balance of emphasis between them will of 
course, vary from project to project, depending on the 
nature of the company, the project and the state of 
knowledge within the company. 
The next step is the elaboration of the terms of reference 
by the consultant. This has to be done in close 
collaboration with the firm, as client, consultant and 
scheme contractor have to be in agreement on the terms of 
reference. 
The consultancy period is eight man-days minimum and 15 man- 
days maximum. During the first two days, which are free of 
charge for the client, the client and consultant agree on 
the terms of reference. For the remaining consultancy days, 
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the client only has to contribute 1/3 of the cost, and the 
SFM scheme pays the remaining cost. 
1.3.2.4 Evaluation of the Consultant's Report 
When the report or the plan has been prepared, it is subject 
to the scrutiny and acceptance of the SFM scheme contractor 
and, most importantly must be acceptable to the firm. If the 
report fails to satisfy the client firm or if the SFM 
contractor finds the project of poor quality, the consultant 
is required to do further work on the project at his own 
expense. 
To evaluate the consultant's report, the Support for 
Marketing uses an internal evaluation system. Appendix 1.4 
shows the elements that enter in this evaluation. 
1.3.2.5 Senior Industrialist Visits the Firm a Second Time. 
After a further period of approximately three months, there 
is another visit from the SI to the firm to verify the work 
that has been done by the consultant, to assess the benefits 
the company is receiving as a result of the intervention, 
whether or not the firm is implementing the recommendations 
and what the implementation prospects are, and where 
implemented what are the effects of the implementation. 
Appendix 1.5 shows the form of evaluation that takes place 
in the senior industrialist's final visit to the client. 
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1.4 OUTLINE OF THE STUDY 
The thesis is divided into ten chapters. Since the study 
looks at the impact of a specific programme designed to 
influence the practice of marketing planning in the 
small/medium sized firms, it is necessary to look at the 
programme more closely. The Support for Marketing (SFM) 
scheme and its operation was discussed in some detail in the 
first chapter. The SFM scheme provides a consultant in order 
to present the firm with a strategic marketing plan. The 
concept of strategic planning and consultancy needs to be 
explained. 
In chapter two the literature on strategic planning is 
reviewed. Most of the relevant literature on strategic 
planning relates to firm-level (or corporate) planning but 
is clearly relevant (in terms of process and purpose) to 
marketing planning. The concept of strategy and different 
approaches to strategic planning will be discussed. This 
chapter also considers the approaches used by the analyst in 
developing a plan. 
The literature on planning is mostly prescriptive. Chapter 
three looks at the prescriptive literature more closely, 
reviews the methodology therein suggested and the empirical 
research in this field. It also considers the issue of 
planning and effectiveness and reviews different approaches 
to defining effectiveness in planning. 
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Chapter four is a literature review of the claimed benefits 
and shortcomings of strategic marketing planning, discussing 
the need for it, the claimed benefits and shortcomings, and 
how it has performed relative to the claimed benefits. It 
looks at the contribution of strategic marketing planning to 
success and the reasons behind its failure. The chapter also 
reviews the process of marketing planning as suggested in 
the literature. 
Chapter five looks at the issue of marketing consultancy. It 
reviews the literature on this subject and discusses 
different intervention strategies used in consultancy. The 
role and impact of consultancy on client learning is 
studied, as are the stages involved in the consultancy 
process. 
Chapter six looks at the relationship of the SFM scheme to 
the reviewed literature. It looks at the relationship of the 
SFM scheme with the approaches to strategic planning. It 
also considers the issue of evaluation of the Support for 
Marketing scheme's effectiveness. The planning procedure 
adopted by the SFM scheme is compared with the planning 
process suggested in the literature. Finally the 
relationship of the SFM scheme and the consultancy is 
considered. 
Chapter seven looks at the research methodology. The 
reviewed literature through chapters two to five permits the 
development of a number of hypotheses. The hypotheses are 
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presented and the techniques to be used for the analysis of 
the data are suggested. The statistical techniques to be 
used are factor analysis and log-linear models which are 
explained in detail in Appendices 7.4 and 7.5. 
The research results will be presented in chapters eight and 
nine. Chapter eight first delineates'what the results intend 
to explain: the situation of the firms before the SFM scheme 
intervention, the process of planning and the outcome of the 
exercise. The results relating to the situation of the firms 
at the beginning of the project are reported in this 
chapter. The practice of marketing planning within the firms 
and its relationship to size are assessed. Evaluation of the 
intervention is also examined, considering the operation of 
the scheme, the performance of the consultant and the senior 
industrialist. 
Chapter nine discusses further results of this study. The 
impact of the Support for Marketing intervention is 
considered. This chapter looks at the impact of the scheme 
in increasing marketing awareness and knowledgeability 
within firms. The impact of the scheme on performance is 
also addressed. 
The objective of chapter ten is to summarise and reach 
conclusions on the findings of the previous chapters. The 
limitations of this thesis are also discussed and areas. for 
further research are suggested. 
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CHAPTER TWO APPROACHES TO STRATEGIC PLANNING 
The Support for Marketing scheme provides selected firms 
with a marketing consultant responsible for the development 
of a strategic marketing plan. 
There are various approaches for the development of such a 
plan as well as the underlying strategy concept. These 
different approaches will be discussed and the 
appropriateness of each will be considered. The approach 
taken by the scheme will then be analysed in more detail in 
Chapter Six. 
It should be pointed out that most of the relevant 
literature on strategic planning relates to firm-level (or 
corporate) planning, but is clearly relevant (in terms of 
process and purpose) to marketing planning. 
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2.1 INTRODUCTION 
The scheme provides a firm with a marketing consultant 
responsible for the development of a strategic marketing 
plan for the firm. The scheme encompasses a complete 
strategic marketing plan rather than merely a single 
element, and looks closely at the commitment of the firm 
regarding implementation. One of the objectives of the 
scheme is establishment of the regular practice of planning 
in the firm. 
First, it is therefore necessary to define strategic 
marketing planning in'academic terms and as interpreted by 
the support for Marketing scheme. 
2.2 DEFINING STRATEGY 
A review of the relevant literature shows that there is no 
single definition of 'strategy' that is universally 
acceptable to all managers and authors. 
There is a widespread belief that in business literature, 
the word 'strategy' is not only over-used but extensively 
misused. Its misuse indeed contributes to a certain amount 
of confusion in this area. The over-use is reflected, as 
mentioned by Wensley (1987), in the fact that all sorts of 
planning is labelled 'strategic', such as production 
strategies, financial strategies, R&D strategies and 
marketing strategies. The word 'strategy' seems to be 
fashionable and to confer importance and prestige on any 
20 
type of planning. The word is even used for a lower level of 
planning, as in the marketing domain, there are 'product', 
'sales', 'promotion', 'advertisement', and even 'copy' 
strategies (Wensley, 1987). 
The over-use and misuse of 'strategy' is not the only reason 
for the abundance. of definitions. Other causes originate in 
part from the fact that different entities take different 
approaches to the concept of strategy and strategy 
formulation. Mintzberg (1988) argues that the reason for the 
use of strategy in different ways is that it is misleading 
to give only one single definition to such a vast concept, 
and thus he proposes "five formal definitions of strategy as 
plan, ploy, pattern, position, and perspective". 
2.3 APPROACHES TO STRATEGIC PLANNING CONCEPTS 
The rationale or approach taken by a researcher or author 
has a decisive influence on the way an observed phenomenon 
is interpreted, and also defines the way a researcher looks 
at other factors such as the role of senior executives, 
strategy variables, activities and outcomes (Weitz and 
Wensley, 1988). This effect is clearly seen in the 
interpretation of the Honda case by the Boston Consultancy 
Group (BCG) as opposed to the reality (Pascale, 1984). BCG 
was approached by the British Government to look at the 
motorcycle market in the USA and to determine the reasons 
behind the decline of the share of British manufacturers in 
the US market, as opposed to the high market share secured 
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by Honda. BCG interpreted the emergence of Honda in the US 
motorcycle market based on the strategy formulation 
advocated in the literature. The same interpretation is 
heavily used in case studies (Purkayastha, 1981). In this 
context BCG defines as contributory factors to the success 
of American Honda: 
- Honda's approach to strategy formulation was well- 
articulated. 
- Its generic strategy was cost-leadership. Due to large- 
scale production of small motorcycles in Japan, Honda was 
able to develop a low-cost competitive advantage in the 
small (50 cc) motorcycle market. 
- Honda used 'lightweight motorcycles for the leisure 
market' as its product-market strategy. 
- The advertising strategy was aggressive and skilfully 
targeted, using "You meet the nicest people on a Honda". 
- They used an aggressive pricing strategy. 
But the true story is somewhat different. Pascale (1984) 
reported his interviews with the six executives of American 
Honda. The Honda executives explained: 
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- They entered the US market with doubts over whether 
motorcycles would ever succeed in a country with such a 
widespread and general use of automobiles. 
- The initial objective was to win only 10% of the imported 
motorcycles market. 
- Honda considered its strength to be in bigger motorcycles 
(250cc and 350cc) as opposed to the successful 50cc 
motorcycles market. 
- Honda's initial efforts were directed to winning a share 
of the 'bigger motorcycles' market. 
- Fortuitously Honda was approached by Sears to sell the 
smaller units. Honda accepted the offer with reluctance. 
- Due to more good fortune, Honda obtained the "nicest 
people" theme, and though-reluctant at first, agreed to 
use it. 
The result was Honda's great success and the capture of 63% 
of the market share by 1966. 
One of the points considered by Weitz and Wensley (1988), on 
"the impact of different research approaches on what is 
seen" is related to the outcome of the approach. They argue 
that the "learning/adaptive" researcher takes "a more 
general way of describing the process that has taken place" 
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and the "rational/analytic" researcher considers "an 
analytical method appropriate for the sort of decision 
made". 
Pascale's description (1984), follows the first approach 
while the explanation of BCG is the result of the latter - 
the "rational/analytic" approach. 
It is possible to identify two distinct generic types of 
rationale, mental framework or logic behind the strategic 
planning concept, namely (1) systems approach and (2) 
political behavioural approach. 
2.3.1 SYSTEMS APPROACH 
Broadly speaking, this encompasses "systems analysis" 
(Archibald, 1970), the "systems planning approach" (Quinn 
1978), "rational/analytic" approach (Weitz and Wensley, 
1988), and the "synoptic" approach (Lysonski, 1990). It is 
highly analytical and is responsible for the appearance in 
the literature of prescriptive theories (Quinn et al, 1988) 
or normative theories (Quinn, 1978). 
Most of the literature on strategic planning has been 
prescriptive, taking a rationalistic and normative approach 
to strategy formulation and explaining how strategy should 
be designed. 
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The prescriptive view of strategy makes a number of 
assumptions in strategy formulation (Quinn et al, 1988): 
- There is a clear distinction between the formulation of 
strategy and its implementation. 
- The strategy in this approach needs to be made explicit. 
- The structure of the organisation should adapt itself to 
the formulated strategy 
- The strategy is formulated at the leadership level and 
made known to the organisation. 
This approach leads to Mintzberg's (1973) definition of the 
planning mode, the process of which he defined as (p. 82): 
In which formal analysis is used to plan explicit, 
integrated strategies for the future. 
and explained its essential features (pp. 85-86): 
In the planning mode the analyst plays a major role in 
strategy-making. 
The planning mode focuses on systematic analysis, 
particularly in the assessment of the costs and the 
benefits of competing proposals. 
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The planning mode is characterised above all by the 
integration of decisions and strategies. 
The planning mode is oriented to systematic, 
comprehensive analysis and is used in the belief that 
formal analysis can provide an understanding of the 
environment sufficient to influence it. 
The same features are mentioned by Archibald (1970) as the 
characteristics of systems analysis. 
The distinction between formulation and implementation, 
which is one of the underlying assumptions of this approach, 
shows the sequential nature of normative planning. The 
distinction results in contrast between strategic decisions 
and tactical decisions. Strategic decisions determine 
strategic direction and focus for the firm. Tactical 
decisions on the other hand are detailed implementation 
plans and are supposed to be practical ways of putting to 
work what is already contained in the strategy statement. 
Both terms, strategy and tactics, have military origins. The 
following definition given by Von Clausewitz (1976, p. 128) 
best describes the original distinction between them: 
Tactics teaches the use of armed forces in the 
engagement; strategy the use of engagements for the 
object of the war. 
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While some authors attempt to draw a clear distinction 
between strategy and tactics and define dimensions along 
which one can be distinguished from the other (Steiner and 
Miner, 1977), others object that such clear distinctions 
along the proposed dimensions are not acceptable (Weitz and 
Wensley, 1988). Strategic decisions give birth to what is 
known in the prescriptive literature as the strategic plan, 
and tactical decisions give rise to the operational plan. 
The difference between the two, as seen in the prescriptive 
literature, resides in their time-horizon and the scope of 
the planning. While strategic planning has a global view of 
the organisation and makes a plan for the company as a whole 
over a long period of time, operational planning considers 
each business function separately and over a shorter period 
of time. 
The assumption that "the strategy is formulated at the 
leadership level and made known to the organisation" shows 
the hierarchical nature of the normative approach. As this 
view is considered-to be very limited in its perspective, it 
is suggested that the integration of top-level and bottom- 
level should not be merely uni-directional, but be in both 
directions (Lorange and Vancil 1977). However, in this 
approach the objectives, goals and constraints come from the 
corporate level, and the intervention of the lower 
management must be within those constraints which maintain 
its hierarchical characteristic. In this context the 
objective of the planning is the coordination of the 
planning activity at the different levels of management. 
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The prescriptive approach to planning, following the 
terminology used by Mason and Mitroff (1981), applies the 
'expert' approach, in which the planning responsibility is 
given to an expert or planner. The expertise may come from 
within the firm in the form of a planning department or 
externally, through a consultancy firm. The Support for 
Marketing scheme uses the latter approach. 
2.3.2 POLITICAL BEHAVIOURAL APPROACH 
This approach considers the relationship between power, 
behaviour and psychology in the formulation of strategy. It 
is closely linked with the approach to strategic planning 
known in the literature as incrementalism. Lindblom (1959) 
first introduced the concept of disjointed incrementalism in 
public policy analysis. He argued that strategies, in 
practice, are formed by decisions made incrementally and the 
analyst is looking for remedial solutions rather than a 
perfect solution. Building on that concept, Quinn (1977) 
introduced the concept of logical incrementalism. He argued 
(p. 374): 
Managements tend to arrive at their strategic goals 
through a highly incremental 'muddling' process rather 
than through the kinds of structured analytical 
processes so often prescribed in the literature. 
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While Lindblom (1959) believed in disjointed incrementalism, 
muddling through and reactive management, Quinn (1978, p. 
95) argued that: 
Such incrementalism is not 'muddling'. It is a 
purposeful, effective, proactive management technique 
for improving and integrating both the analytical and 
behavioural aspects of strategy formulation. 
In his view, strategy is formed in the organisation as a 
result of a number of minor tactical decisions that are 
taken incrementally, and as such there is no such concept as 
'grand strategy' which is implemented through tactical 
actions. Rather, tactical actions in the incremental mode 
give birth to the strategy in the organisation. He believed 
that strategy is formed and not formulated and that the 
process of strategy formation is an interactive learning 
process. This conforms to the adaptive mode of planning 
suggested by Mintzberg (1973, p. 85), who defines it the 
following way: 
The organisation adapts in small, disjointed steps to 
a difficult environment. 
This approach has been variously labelled as the 
"learning/adaptive" approach (Weitz and Wensley, 1988) or 
the "descriptive" approach (Quinn, et al, 1988). The 
descriptive view of strategy challenges the assumptions 
underlined in the prescriptive view, namely: 
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- The processes of formulation and implementation are 
interrelated. Implementation does not follow formulation, 
but rather the two processes interact with each other. 
- There is no need for an explicit definition of 'strategy'. 
- The structure of an organisation can operate as a 
constraint on the strategic decision. 
- Strategy is not formulated at the leadership level ('top- 
down' view), but rather there is "personal involvement at 
all levels" (Quinn, 1977). 
While the normative approach takes a hierarchical view, the 
incremental approach considers an embedded view where the 
top-level and bottom-level perspectives are intimately 
integrated. This is a consequence of the belief that 
strategy is formed in an interactive process rather than in 
a sequential process. The objective of planning in this 
context is a diagnostic function, to see at each interactive 
step what the situation is and what solution can be adopted. 
To sum up the two opposite approaches to planning, the 
following can be concluded: the objective of the political 
behavioural approach is diagnosis, the planning process is 
interactive rather than sequential, the levels of planning 
are embedded, and the outcome is descriptive. In the 
rational analytic' case, the aim is coordination, the 
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planning process is sequential, the levels of planning are 
hierarchical and the outcome is prescriptive (Table 2.1). 
Table 2.1 Approaches to planning and their characteristics 
Rationale behind planning Politic/Behav Rational/Analy 
The objective is Diagnosis Coordination 
The outcome is Descriptive Prescriptive 
The planning process is Interactive Sequential 
The planning levels are Embedded Hierarchical 
2.3.3 CLINICAL APPROACH 
Beside the two approaches already outlined, a review of the 
literature shows the existence of a third, defined by 
Archibald (1970) as the "clinical approach" and also 
referred to in the literature as "organisational 
development", "planned change" or the "human relations" 
approach (Lippitt et al, 1958; Clark, 1962; Bennis, 1965; 
Bennis et al, 1969; Schein et al, 1969; Argyris, 1970; 
Steele, 1975). At the heart of this approach are the 
"organisational problems" or the "people problems". 
This approach again uses an expert to develop a plan and the 
expert is referred to as a "change agent". As explained by 
Archibald (1970), "the clinical expert talks about helping 
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the organisation to change". The objective of the expert is 
to produce "planned change" and development in the 
organisation by using the process of analysis, and by 
helping the client to cope with the environment. Although 
the other two approaches also acknowledge the complexity of 
the environment, incrementalists believe that "politics" can 
take care of the problem and systems'analysts try "to create 
some semblance of order for useful action purposes". The 
clinical approach treats the problem in a different way 
(Archibald, 1970, p. 80): 
The clinical expert ignores the messiness of the world 
himself; instead he attempts to service the client so 
that the client is better able to cope with it. All 
the environmental problems are turned into problems of 
perception, of values, and of skills - they can then 
be conveniently located inside the client-system. What 
the clinical expert, or "change agent" as he is likely 
to call himself, attempts to do is to change structure 
and processes within the client-system. 
The final objective of a clinical expert is to leave a 
'turned on group' in an organisation. The decisions are not 
made on the top and communicated downward, rather it is a 
participatory decision-making process. During his 
intervention, the clinical expert tries to work with all 
levels of an organisation and involve many parts in the 
making of decisions. He is more concerned with the 
acceptability of decisions rather than their effectiveness. 
32 
If the recommendations offered by the clinical expert are 
not accepted by the client-system, it will be interpreted as 
a weakness of the intervention process and the expert 
himself rather than the client system. 
2.4 A CRITICAL VIEW OF THE THREE APPROACHES 
The previous sections looked primarily at the different 
approaches to planning and strategy formulation and their 
distinctive characteristics. This section explores their 
advantages and disadvantages and argues how the combination 
of different approaches can produce better results. 
The common belief of prescriptive strategy formulation is 
that only when a firm or an organisation follows the rules 
dogmatically will it become successful. Quinn (1977,1978) 
established that successful companies do not always plan 
strategically as dictated in the literature. Quinn et al 
(1988, p. xviii) argued that the prescriptive theories can 
be a source of problems rather than a solution: 
Although there has sometimes been a tendency to 
disdain such descriptive theories, prescriptive (or 
normative) ones have often been the problem, rather 
than the solution, in the field of management. 
The reason, they argue, is that organisations and the way 
they are managed are different and thus it is not possible 
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to cure all problems with the same prescription (Quinn et 
al, 1988, p. xviii): 
There is no best way in management; no prescription 
works for all organisations. Even when a prescription 
seems effective in some context, it requires a 
sophisticated understanding of exactly what that 
context is and how it functions. 
The rationality behind the systems analysis (the 
rational/analytic) approach is only a procedural one. The 
existence of such formal procedures is not sufficient for 
successful implementation of a strategy. There is a need to 
understand the organisation and how it works, and then to 
adapt the prescriptive theory to its particular needs. 
Leppard and McDonald (1987) thus suggested a change of 
perspective, by concentrating more on the 'patient' rather 
than the 'medicine'. 
The limitations of prescriptive planning are increasingly 
acknowledged. Piercy and Giles (1989), once proponents of 
prescriptive approach to planning, reconsider their view and 
challenge the "validity and usefulness of a conventional 
model of the sequence of stages in strategic marketing 
planning" and propose an "illogical but iterative" model. 
Driver (1990) also argues that relying only on formal models 
of planning is misleading as they ignore behavioural 
processes and their implications. 
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Prescription gives useful generic 
results to be achieved as well as 
resources, while the descriptive 
analyst to relate the guide-lines to 
in which an organisation is positior 
p. 80): 
guide-lines about the 
the allocation of the 
approach enables the 
the real world context 
ied (Quinn et al, 1988, 
While the analytical tools and models prescribed are 
vital to thinking about strategy intelligently, they 
must also be rooted in a genuine understanding of the 
realities of organisations. 
The limitations associated with the two approaches, as 
explained above, have led Mintzberg (1973, p. 88) to propose 
the integration of the two approaches, the planning and 
adaptive modes: 
Planning is not a panacea for the problems of 
strategy-making. .. Often the planning mode can be 
used only when mixed with the others. Most important, 
planners must recognize the need for the manager to 
remain partially in the adaptive mode at all times. 
Mintzberg and Waters (1985) argue that strategies do not 
need to be explicit and they can emerge as a result of a 
series of decisions. Mintzberg (1988) makes a distinction 
between emergent and deliberate strategies. In his view, 
realised strategies can be the outcome of 'emergent' where 
"patterns developed in the absence of the intentions", and 
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'deliberate' where "intentions existed and were then 
realized". Deliberate strategies conform to "planning and 
then implementation" while emergent strategies conform to 
the idea that strategies emerge as a result of human action 
and not human intention 
Although there is controversy in the subject of approaches 
to planning, there is agreement that both prescriptive and 
descriptive are useful, if they are applied properly. There 
is no 'best way' either in managing a firm or planning. 
Quinn et al (1988, p. 80) argued: 
This model (normative approach) has proven very useful 
in many circumstances as a broad way to analyse a 
strategic situation and to think about making 
strategy. A careful strategist should certainly touch 
all the bases suggested in this approach. 
Weitz and Wensley (1988, p. 348), also argued: 
Neither approach is 'right' in an absolute sense but 
both, if applied properly, provide useful insights 
into the overall problem of development, including 
implementation, of marketing strategy. 
The reviewed literature clearly indicates that the systems 
analysis approach to strategic planning has limited merits 





While the combination of the two approaches, systems 
analysis and political behavioural is being increasingly 
advocated in the strategic marketing planning literature, 
there has not been any mention or consideration of the 
clinical approach. The clinical approach has been widely 
advocated and applied in the organisational development 
literature, however, its application in strategic marketing 
planning literature has never been encouraged. It is 
important to make a parallelism between the two and see how 
the combination of these two approaches can produce better 
results. 
As explained before, at the heart of the clinical approach 
are "organisational problems" or the "people problems". 
Archibald (1970) argued that neither the systems approach 
nor incrementalism'have properly addressed this issue. While 
incrementalists consider them as "political problems", 
systems analysts are likely to ignore them (p. 79): 
Incrementalists tend to consider them as political 
problems.... Systems analysts have tended to ignore 
them, or grumble about them, or, more recently, to fit 
them into a rationalistic model. Both approaches 
regard this set of problems as more or less insoluble. 
To the extent they prescribe to the analyst, they 
suggest how to live with organisational problems, not 
how to improve organisations. 
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A major shortcoming of the systems analysis approach is that 
its objective is not to help a client, but to improve 
decision making and that the analyst holds a superior view 
of himself in relation to the client and expects the client 
to accept all his recommendations (Archibald 1970). 
While the systems analyst is concerned with the output of 
the organisation and talks about improving the decision- 
making process, the clinical expert is interested in the 
development of the client's capability and talks about 
helping the organisation to change. The effectiveness of a 
decision is a major concern for a systems analyst, where as 
the clinical expert is more concerned about the "internal 
acceptability of decisions than about either their 
effectiveness or their political feasibility" (Archibald, 
1970). If the recommendations of the expert is not accepted 
by the client-system, the systems analyst blames the client 
and tends to argue that he has a narrow and limited view, or 
the client has a lower intelligence. If the suggested 
changes are not accepted, the clinical experts blames his 
own intervention rather than considering the client-system 
as non-responsive and unintelligent. The systems analyst 
believes that the information and data move upwards in an 
organisation, while the decisions move downwards. The 
clinical expert conceives the decision-making process as 
participatory. Table 2.2 summarises the major 
characteristics of the two approaches. 
38 
Table 2.2 Comparison between clinical and rational/analitic 
approaches. 
Clinical App Rational/Analy 
The main concern is Organisa- Output of the 
tional change organisation 
Outcome of each approach Development Improving 
of client decision 
capability making 
When making decisions, the Internal 'Economic 
main concern is acceptability rationality' 
non-acceptance of Expert's Client's 
recommendations is fault fault 
regarded as 
Decision making process Participatory Top-down 
Looking more closely at the two approaches, it can be 
noticed that there are disadvantages associated with each of 
them taken individually. The limitations of the systems 
analysis have already been discussed. As explained by 
Johnson (1988), the planning and analytical techniques 
advocated in the literature are relevant provided that they 
are used "as mechanisms for problem and opportunity 
identification and strategy evaluation, rather than as 
mechanism for strategic change". He concludes that they are 
necessary but not sufficient. 
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The reviewed literature revealed three distinct approaches 
to planning: systems analysis, political behavioural and 
clinical approach. The approaches clearly represent three 
schools of thought in relation to planning and strategy 
formulation, as the approach taken by an analyst determines 
his view of an organisation and the way it can be 
influenced. The fallacy of the systems analysis as a 
mechanism of intervention is being acknowledged 
progressively, and as reported earlier, even those who were 
once its staunch advocates, are questioning its merits on 
its own. More and more, the systems analyst is recognising 
that he can not ignore the 'people problem' within an 
organisation, nor can he translate all the problems within 
an organisation into a rational model. He is realising that 
his view of his own superiority is strongly resented by the 
organisation and if he wants to have any chance of being 
accepted and producing results, which is his ultimate 
purpose, he needs to review his attitude and set of values. 
The prescriptive approach, form other hand, has a limited 
impact on action or learning. In the prescriptive approach 
the analysis is seen as contributing to bargaining power. 
The main concern of the analyst is the political feasibility 
of decisions and he sees himself as the agent of a 
particular group. Therefore, its influence on action or 
learning is very limited which is a major drawback 
associated with this approach. The prescriptive approach may 
be more extensive, but describing a situation in more detail 
does not necessarily aid action or learning. 
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As to the clinical approach, it has a number of limitations. 
In this approach the internal acceptability of decisions are 
thought to be more important than their effectiveness or 
political feasibility. Therefore, the biggest problem facing 
the clinical expert is his limited contribution to the 
output of the organisation. The assumption that a 'turned on 
group' and 'a high morale' left in the organisation will 
increase productivity and effectiveness in an organisation 
is a very strong assumption. Clinical experts are 
increasingly under criticism for their high concern with 
organisational change and development and refusal of paying 
special attention towards better performance. The clinical 
expert also believes that all internal conflicts can be 
resolved, which may not be so in practice. Although his aim 
is the development of the client learning and capability, it 
may often fail to recognise the limitations (structural or 
otherwise) for such learning. 
Interestingly, the clinical approach is strong where 
'systems analysis' is weak and vice versa. The clinical 
expert does not view himself as superior and his aim is to 
help the organisation to change and to develop the client 
capability. This is a major shortcoming of the systems 
analysis. The clinical approach, on the other hand, tends to 
be more concerned about the internal acceptability of 
decisions than about their effectiveness. This is an area 
where systems analysis is quite strong. 
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As already discussed neither systems analysis nor the power 
behavioural approaches are concerned with the organisational 
change. The insufficiency of the systems analysis or 
clinical approach taken individually, as a mechanism for 
producing strategic change and improved output suggest a 
combination of these two approaches. This integration will 
produce a synergy and will increase the contribution of each 
of them taken separately. Archibald (1970, p. 83) supports a 
link between the two approaches in the following terms: 
Systems analysis has much to offer the clinical 
approach. The clinical approach pays too little 
attention to the cognitive process of problem-solving, 
it almost wholly ignores cost analysis, it is weak in 
dealing with the real-world consequences of action 
alternatives ..... In addition, the clinical approach 
needs rather open access to an organisation and 
leverage if it is to have a reasonable chance of being 
effective.... A link with systems analysis just might 
be able to provide the kind of initial lever the 
clinical approach needs. 
The integration of the two approaches also influences the 
breadth of planning. Weitz and Wensley (1988) define four 
different approaches for developing a strategic marketing 
plan and argue that the appropriateness of each approach 
depends on the frequency of the planning process and the 
nature of strategic issue. The frequency of the planning 
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process can be either routine or unique and the strategic 
issue can be focused or general (Table 2.3). 
Table 2.3 Generic Process Choices in the Management of 
Planning 





ROUTINE MARKETING PLAN CAPITAL BUDGETING 
AD HOC EXTERNAL/INTERNAL STUDY GROUP 
CONSULTANTS' REPORT 
(Source: Weitz and Wensley, 1988) 
As has already been discussed, the clinical approach aims at 
"organisational development" and at helping the client to 
cope with the environment. As a result of this change and 
development, the client will develop the capacity to look at 
issues more generally and strategically rather than focusing 
on one single issue at a time. It has been mentioned that 
"the strength of the clinical approach lies in its 
understanding of the dynamics of organisational change" 
(Archibald 1970). If this dynamic and the issues related to 
the environmental change are understood by the client, he 
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will realise the necessity of responding to the changes on a 
regular basis. This comprehension will persuade the 
organisations to do their planning on a routine basis and 
not as a once-in-a-life time experience. 
2.5 SUMMARY 
This chapter looked at various approaches for the 
development of a strategic plan as well as the underlying 
strategy concept. Three different approaches were identified 
and discussed and the appropriateness of each was 
considered. 
The first approach which has been variously labelled as the 
systems analysis (Archibald, 1970), systems planning (Quinn, 
1978), or rational/analytic (Weitz and Wensley 1988) takes a 
rationalistic, normative and sequential approach to strategy 
formulation: formulation, plan document, implementation and 
control. Taking this view of planning, the output of the 
planning process is the plan document and the contribution 
of the external expert is summarized in the plan. The 
effectiveness of the plan is related to the degree of 
implementation of the recommendations contained in it. 
A second approach to planning considers the relationship 
between power, behaviour, and psychology in the formulation 
of strategy. This approach has been variously labelled the 
"learning/adaptive" approach (Weitz and Wensley, 1988) or 
the "descriptive" approach (Quinn et al, 1988). In this view 
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strategies do not need to be explicit and they can emerge as 
a result of a series of minor decisions (Mintzberg and 
Waters, 1985). 
Another approach to planning and the role of the external 
expert is the clinical approach (Archibald 1970). This 
approach uses an expert to develop a'plan and the expert is 
referred to as a 'change agent'. In this approach "the 
clinical expert talks about helping the organization to 
change". The objective of the expert is to produce 'planned 
change' and development in the organization, by using the 
process of analysis, and also helping the client to cope 
with the environment. The main and real effect of this 
approach can be seen as the increase in comprehension of the 
client firm. 
45 
CHAPTER THREE PRESCRIPTIVE APPROACH 
As has been mentioned, the scheme supplies the firm with a 
consultant who provides a strategic marketing plan. The 
consultant generally will use the prescribed literature and 
the methodology suggested therein to devise the plan. It is 
necessary then to see in more detail what the prescriptive 
approach is and what methodology is suggested. This chapter 
looks at these issues and reviews the empirical research in 
marketing planning more closely. It also examines the 
literature related to the effectiveness of planning. 
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3.1 THE PRESCRIPTIVE APPROACH 
The prescriptive literature explains how strategy should be 
designed or formulated. The modes of formulation generally 
agree throughout the normative literature, but this is in 
"two waves of consensus" (Quinn et al, 1988), one of which 
was developed in the 1960s and the other more recently 
(1980s). The name most associated with the first wave is 
Andrews (1965). The second wave which emerged through the 
works of Porter "did not challenge the first but rather 
built on it" (Quinn et al, 1988). 
Taking the first wave of prescription, generally the 
following steps are suggested in the literature for the 
formulation of the strategy (Andrews, 1980): 
1. An environmental analysis of the organisation in the form 
of definition of opportunities and threats. 
2. A study of the resources of the organisation in the form 
of strengths and weaknesses. 
3. Consideration of the non-economic commitment of the 
organisation towards society. 
4. The personal values and aspirations of senior management. 
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As formulation and implementation are separate stages, the 
next stage is then the implementation of a formulated 
strategy. 
The second prescriptive view was mainly developed by Porter 
during the 1980s. The approach again deals with the subject 
of how strategy should be formulated'and uses the conceptual 
framework of the previous prescriptive view. 
Porter believes that competition is fundamental, and it 
forms the essence of strategy formulation. Appraisal of the 
external environment was already one of the aspects of the 
existing prescriptive model. What Porter did was to develop 
this analytical structure further, succeeding in formulating 
specific and detailed guide-lines for analysis of the 
industry structure in general and competitors in particular. 
Figure 3.1 contains the major determinants in the appraisal 
of the external environment. 
Porter (1985) further developed his theory to argue that 
"the central question in competitive strategy is a firm's 
relative position within its industry", and believed that it 
was only possible for a firm to achieve long run above- 
average results if it could have a "sustainable competitive 
advantage". In his view this performance was only possible 
if a firm adopted one of the following generic strategies: 
cost leadership, differentiation, and focus. 
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Figure 3.1 Elements of industry structure 
Entry Barriers 
Economies of Scale 




Access to distribution 
Absolute cost advantages 
Proprietary learning curve 
Access to necessary inputs 












Determinants of Supplier Power 
Differentiation of inputs 
Switching costs of suppliers and firms in the 
industry 
Presence of substitute inputs 
Supplier concentration 
Importance of volume to supplier 
Cost relative to total purchases in the industry 
Impact of inputs on cost or differentiation 
Threat of forward integration relative to threat 
of backward integration by 






















Concentration and balance 
Informational complexity 






Determinants of Buyer Power 
Bargaining Leverage Price Sensitivity 
Buyer concentration Price/total purchases 
versus firm Product differences 
concentration Brand identity 
Buyer volume impact on quality; 
Buyer switching costs performance 
relative to firm Buyer profits 
switching costs Decision makers' 
Buyer information incentives 




(Source: Porter, 1980) 
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3.2 A REVIEW OF THE LITERATURE 
The literature in prescriptive strategic marketing planning 
can be divided into two major categories: textbooks and 
empirical research. 
The first category consists of textbooks which generally 
discuss the importance and methodology of planning and 
prescribe the stages to be covered when -preparing a plan. 
The textbooks can also be divided into two groups. 
Group one is related to the broad concept of corporate 
planning which, as reported by Greenley (1987), is "the 
summation of all planning" occurring in an organisation. 
While most of these books cover the topic of strategic 
management and planning in a wider sense, there is little 
coverage exclusively of the topic of marketing. Greenley 
(1987 and 1988) provides a list of the literature in both 
groups. Textbooks that deal with planning in a wider sense 
are by: 
Harvey (1982), Higgins (1983), Aaker (1984), Bates and 
Eldredge (1984), Byars (1984), Gluek and Jauch (1984), 
Johnson and Scholes (1984), Murdick et al. (1984), Pearce 
and Robinson (1985), Ryans and Shanklin (1985), David 
(1986), MacMillan and Jones (1986), Rowe et al (1986), 
Wheelan and Hunger (1986), McGlashan and Singleton (1987), 
Barnett and Wilsted (1988), Pfeiffer et al (1989). 
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The group two books, on the whole, have a narrower 
perspective, but focus directly on the issue of marketing 
planning. The textbooks identified in this category are: 
Luck and Ferrel (1979), Cravens (1982), Jain (1981), 
Greenley (1986), and Mcdonald (1988). 
The second category is related to empirical research in 
marketing planning. 
A number of researchers concentrated on how the firms 
actually performed their marketing planning. The main 
objective was to identify the stages and the rigour of 
marketing planning practised'in a firm. 
Greenley (1987), in a review of empirical research into 
marketing planning practised by the firms, reported seven 
major studies, four in the USA and 3 in the UK and organised 
the results of these studies into four topics, indicating 
main topics of investigation in each case as follows: 
1- The marketing planning procedures that companies have 
adopted. 
The following research concentrated on this theme: Hopkins 
(1981), McDonald (1982), Greenley (1982 and 1983-b), Cosso 
and Swan (1983), and Hooley et al. (1984). 
2- The process that companies use to prepare their marketing 
plans. 
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This involved studies by Stasch and Lanktree (1980), Hopkins 
(1981), and McDonald (1982). 
3- The opinions of managers towards marketing planning. 
Major contributions were offered by Ames (1968), Hopkins 
(1981), and McDonald (1982). 
4- The problems that managers experience in marketing 
planning. 
Ames (1968), Hopkins (1981), Mcdonald (1982), and Cossd and 
Swan (1983) examined this subject. 
Recent research on marketing planning includes works by 
Leppard (1987), Greenley (1988), Piercy and Morgan (1989), 
Carson and Cromie (1989), Lysonski (1990), and -Beckman 
(1990) . 
Greenley (1983-b), in a study of the practice of marketing 
planning in a total of 40 UK manufacturing companies found 
that a high percentage of firms claimed to be-practicing it, 
while in reality only a small percentage were" preparing "a 
comprehensive marketing plan". 
This study- reported many weaknesses and some strengths in 
marketing planning of the companies in the sample . By 
trying to identify where marketing planning fails, Greenley 
revealed what concepts and techniques are being used 
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currently by the firms in the sample. His study showed that 
37% of the sample do not consider market share in their 
objectives. He argues that this omission is a sign of 
weakness of planning, considering the importance attached to 
it in the literature. Majaro (1977) considers it as a 
'potent diagnostic tool' and Buzzel et al. (1975) have shown 
positive correlation between market share and return on 
investment. 
In the sample studied by Greenley (1983-b), only 14% of 
respondents involved the marketing manager in the 
establishment of the objectives, and about 54% excluded any 
participation below board level. 
Greenley (op cit) also determined the percentage of the 
firms that prepare a corporate plan or a marketing plan. 
While 69% of the firms in the sample prepared a corporate 
plan, 68% of them prepared a marketing plan. 
An interesting result of Greenley's study is related to the 
sequence of planning. Of the firms that claimed to have both 
a corporate and a marketing plan, 67% indicated that the 
marketing plan was prepared before the corporate plan and 
only 33% prepared their corporate plan first. The results 
obtained in this study by Greenley (1983-b) contradict the 
sequence proposed by most authors such as Higgins (1980), 
Hussey (1979), Jain (1981), O'Shaughnessy (1988), who 
suggest that corporate planning logically precedes marketing 
planning. 
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One other result was that 68% of the firms claimed to have 
prepared a marketing plan, but further investigation by the 
researcher showed that only 25% of the plans conformed to 
planning procedures prescribed in the literature. 
Saddick (1966) found only 25% of the companies he studied 
prepared a marketing plan and McDonald (1979) found an even 
smaller proportion (15%) of the firms in his UK sample 
practicing marketing planning. 
Empirical research indicates that as the size of a firm 
increases, so does its use of formalised and comprehensive 
planning. McDonald (1984) found that smaller companies 
within the sample had a less formal planning process than 
the larger ones. He argues that one of the conditions needed 
in order to install a 'complete marketing system' is the 
consideration of size: "As size and diversity grow, so the 
degree of formalising of the marketing planning system must 
also increase. " 
Cosse and Swan (1983) found that the product managers in 
their sample had no strategic planning orientation. They 
also argued that the product managers used only those items 
of strategic marketing information that they perceived as 
being useful. Usefulness was measured in comparison with 
effort in terms of cost and time spent in obtaining the data 
and conducting the analysis suggested in the study. They 
argued that greater usefulness might be a consequence of 
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familiarity of the product managers with the particular 
technique rather than a genuine measure of usefulness. 
Their findings suggest that as knowledgeability regarding a 
concept or technique increases, the effort needed to use it 
is reduced. The decrease in required effort will 
consequently encourage the greater use of a technique 
and/or concept, as it is perceived to be more useful 
compared with effort. 
Cosse and Swan (1983) also found that within a firm, the 
helpfulness of planning departments towards product managers 
(PMs) when formulating a marketing plan, cultivates more 
strategic orientation among PMs. This result made them 
conclude that, "the ideal planning department is one that 
enhances the planning capabilities and efforts of the firm's 
executives. " 
Leppard (1987) studied the marketing planning process of a 
number of British companies, looking among other things, at 
"marketing planning in the context of a company's 
development as it grows and adapts to its particular 
business environment". He concluded that the firms that 
practice a "complete planning process" are at an advanced 
level of evolution compared with firms that have "semi- 
planning" or "no planning at all". 
Greenley (1988) looked at the perception of individual 
managers towards , marketing planning. This study found 
55 
I 
several considerable differences in the perception of 
managers towards marketing planning procedures and suggested 
several factors that possibly contributed to the gap in the 
perception of different managers. Among them were once-a- 
year ritual aspect of marketing planning, which happened in 
most of the firms and the top-down nature of marketing 
planning and down-top nature of planning execution. Firms 
were also more orientated towards day-to-day operation 
rather than long-range issues. Greenley also noted that as 
marketing plans did not conform to standard formats, there 
was considerable discretion for individual managers. He also 
argued that failure to address differences of perception was 
likely to cause problems. 
Piercy and Morgan (1989) in a study of 144 firms in the UK 
found that planning credibility and utilization had a 
significant positive correlation with strategic orientation. 
They also discovered that there was "a link between the use 
of planning techniques and 'thoroughness' in planning and 
the credibility and utilization of plans, -suggesting that 
the development of more sophisticated formal planning 
approaches is at least a significant contributing factor to 
the credibility and use of marketing plans". 
Carson and Cromie (1989) looked at the marketing planning in 
68 four-year-old small enterprises. They argue that the 
approach taken to marketing by "business proprietors" in 
small firms differs from the managers of larger 
organisations and maintain that the marketing planning 
56 
I 
principles advocated in literature need adaptation before 
use by small organisations. The result of this study showed 
that "around two thirds of owners adopted a 'non-marketing' 
approach to marketing planning, almost one third were 
'implicit marketers' and that there were very few 
'sophisticated marketers'. 
Beckman (1990) looked at the understanding of the concept of 
marketing strategy by leading firms in four countries 
(Australia, Britain, Canada and West Germany), and compared 
it with concepts of marketing strategy used in the marketing 
literature. The results of this study showed that the 
concepts and types of strategy elements suggested in the 
literature by theoreticians are understood by business 
persons and are used in business organisations. 
In addition to these studies which are directly related to 
marketing planning, there is much empirical research that 
considers both strategic and, long range planning. As 
marketing planning is intimately related to the strategic 
planning of an organisation, its inclusion is necessary. 
This research can be classified as follows: 
- General use of planning. Some research looked at the 
practice of planning in the firms and verified how 
widespread it was (Brown et al, 1969; Gershefski, 1970; 
Strigel, 1970; Denning and Lehr, 1971 and 1972; Eppink et 
al, 1976; Higgins and Finn, 1977; Martin, 1979). 
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- Observance of planning procedures. A number of pieces of 
research examined formal planning practised in the firms 
and concluded that the practice of planning in the firms 
fell far behind the, suggested methodology in the 
literature. These studies concluded that the practice of 
formal planning was not as well developed as the 
literature suggested. A couple of studies suggested that 
planning was well developed in the sample (Ringbakk, 
1969; Taylor and Irving, 1971; Kudla, 1976; Saunders and 
Tuggle, 1977; Ang and Chua, 1979; Shetty, 1979; Al-Bazzaz 
and Grinyer, 1980; Bhatty, 1981; Quinn, 1981). 
- The effect of planning on success. Other studies 
researched the effect of planning on the success of firms 
and concluded that it is a major contributor (Ansoff et 
al, 1970; Thune and House, 1970; Herold, 1972; Karger and 
Malik, 1975; Rhyne 1984; - Ackelsberg and Arlow, 1985; 
Pearce II et al, 1987). 
- Planning does not affect success. Some research also 
investigated the effect of planning on the success of the 
firms and demonstrated that no relationship existed 
between planning and financial performance (Fulmer and 
Rue, 1973 and 1974; Grinyer and Norburn, 1974 and 1975; 
Kudla, 1980 and 1981; Leontiades and Tezel, 1980). 
- Size and planning. The relationship between size and 
planning was also studied. The studies related the 
practice of planning to the size of a firm and concluded 
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that larger firms tend to be more involved in strategic 
planning than the smaller ones (Schollhammer, 1970). 
- Use of the portfolio analysis. Use of the portfolio 
analysis by the firms was researched in other studies, 
showing it to be very little used by the firms under 
investigation (Haspeslagh, 1982; Hooley et al, 1984; 
Greenley, 1985). 
- Planning problems and failures. A number of studies 
concentrated on the causes of planning failures and major 
problems in strategic planning (Ringbakk, 1971; Seiler 
and Said, 1983). 
Table 3.1 shows the relevant empirical studies and their 
major findings reported by Greenley (1988). 
3.3 PLANNING AND EFFECTIVENESS 
Although the literature on planning includes an abundance of 
prescriptive methods on the effective conduct of strategic 
planning, there is little to be found on what characterizes 
'effectiveness'. On the several definitions of effectiveness 
in the literature, none can be regarded as wholely adequate. 
Greenley (1984) reviewed effectiveness in planning and 
problems in defining it. 
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Table 3.1 Empirical studies of strategic planning 
Author Country Sample Major rriult 
Brown et a!. (1969) USA 165 companies Over 90 per cent of the sample carried out 
long-range planning 
Ringbakk (1969) USA 40 corporations Formal planning not as well practised as literature suggests 
Ansoff et al (1970) USA 93 companies 
Suggests that corporate level planning is strongly related to 
success 
Cershefski (1970) USA 323 companies Only 20 per cent use strategic planning 
Schollhammer (1970) France 371 companies Large firms carried out strategic planning and concludes size a 
major factor 
Strigel (1970) West Germany 1600 companies Only one third carried out comprehensive strategic planning 
Thune and House (1970) USA 36 matched Formal planners 
found to outperform informal planners 
companies 
Denning and Lehr UK 98 companies Only a small proportion of 
firms using long-range planning 
(1971 and 1972) 
Ringbakk (1971) Europe and USA 286 companies Identified ten major reasons why planning can 
fail 
Taylor and Irving (1971) UK 27 companies Corporate planning not very well 
developed with little planning 
discipline 
Herold (1972) USA 10 matched Reported that the formal planners out-perform the non-planners 
companies 
Fulmer and Rue USA 386 companies Identified no common relationship 
between financial success 
(1973 and 1974) and the use of planning 
Grinyer and Norburn UK 21 companies Did not find a relationship 
between formal planning and 
(1974 and 1975) - performance 
Karger and Malik USA 90 companies Indications that planners outperform non-planners 
(1975 a and b) 
Eppink et at. (1976) Netherlands 20 companies Long-range planning identified in most respondent companies 
Kudla (1976) USA 14 companies Investigated how the firms tackle their planning 
Higgins and Finn (1977) UK 56 companies Suggestions that corporate planning is practised by many 
companies 
Saunders and Tuggle (1977) USA 5 companies None engaged in comprehensive strategic planning 
Ang and Chua (1979) USA 113 companies Corporate planning found to be well developed in sample 
Martin (1979) GB 100 companies Some companies found to use strategic planning, others do not 
Shetty (1979) USA 82 companies " " 
Found a wide use of corporate objectives in these firms 
Al-Bazzaz and Crinyer (1980) UK 48 companies Found considerable differences in company corporate planning 
Kudla (1980 and 1981) USA 328 companies Found no formal relationship between formal planning and 
performance 
Leontiades and Tezel USA 61 companies No evidence to support a relationship between formal planning (1980) and performance 
Bhatty*(1981) UK 26 companies Corporate planning not round to be well developed 
Quinn (1981) UK 10 companies Strategic planning dissimilar to that given in the literature 
Haspeslagh (1982) USA 345 companies Limited use of portfolio analysis identified 
Seiler and Said (1983) USA 68 companies Identified several strategic planning problems 
Hooley st al. (1984) UK 1775 companies Limited use of portfolio analysis identified 
Creenley (1985) UK 70 companies Limited use of portfolio analysis identified 
(Source:, Greenley, 1988) 
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General approaches to defining effectiveness in planning 
have been based on either the required end-results or the 
nature of the planning process. 
3.3.1 DEFINITIONS BASED ON THE END-RESULTS. 
A number of definitions based on the end-results of a plan 
have been suggested: 
1. Effectiveness in achieving the planned results. (French 
and Saward, 1975). 
The effectiveness is judged if the achieved results equal or 
exceed the objectives defined in the plan. This method has a 
number of problems: 
- Cause/effect relationship. 
Was the planning responsible for the level of performance 
achieved or would the level of performance have been 
achieved in any case? 
- Isolation of the planning variable. 
Other variables beside the planning could have contributed 
to the performance. How is the effect of one separated from 
others? 
- Illusion of effectiveness (Dyson and Foster, 1983). 
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Low, and easily-attainable objectives are set by the 
participants in planning. Attainment of goals which pose no 
problems, gives the illusion of effectiveness. 
- Problem of partial achievement of an objective or 
achievement of some objectives and not others. 
- Change in circumstances (Dyson and Foster, 1983). 
Goals defined may lose their appropriateness and value as a 
result of changes that have occurred in the process of 
implementation. 
2. Financial-based criteria for measuring effectiveness. 
In this approach the net result of planning is calculated. 
By finding the difference between the resulting increased 
revenue and the cost of planning, the. net result of planning 
is obtained. (Ansoff and Bradenburger, 1967; Granger 1964). 
This definition also has a number of problems: 
- Cause/effect problem 
- Isolation of planning variable. 
- Difficulty in calculating the costs. How is it possible 
to isolate the costs of planning from other costs. 
3. Effectiveness in correct assessment of opportunities and 
problems (Kudla, 1976). 
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The plan is considered to be effective if it correctly 
includes all the opportunities and avoids problems. 
The problem with this approach is the difficulty in 
assessing all the possible opportunities and problems at the 
beginning, i. e., at the time of producing a plan. Post- 
facto analysis of effectiveness will have no impact on 
improving the decisions. 
3.3.2 BASED ON THE NATURE OF THE PLANNING PROCESS. 
Dyson and Foster (1983) acknowledged the problems of 
measuring effectiveness based on the achievement of the end 
results. They therefore suggest an alternative approach: 
effectiveness based on the planning process. 
In this approach a set of attributes is defined and the 
effectiveness of a plan is judged by the degree to which the 
planning process meets the defined attributes. 
This approach also presents a number of problems: 
- Agreeing on the set of attributes and testing for its 
validity. 
- Difficulty in identifying all attributes. 
- Difficulty in determining the contribution of each 
attribute to effectiveness and common agreement among 
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firms regarding attributes and the relative weight of 
each. 
- Difficulty in establishing the cause/effect relationship. 
- Ability of an effective planning process to achieve the 
end results. 
3.4 SUMMARY 
The literature in strategic planning is mainly prescriptive 
and most empirical research is related to the prescriptive 
approach to planning. This chapter has reviewed the 
prescriptive approach in more detail and has looked at the 
methodology suggested therein. Relevant empirical research 
has been identified and its main findings presented. The 
issue of effectiveness of planning has also been examined 
and different approaches towards an adequate definition 
explained. 
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CHAPTER FOUR STRATEGIC MARKETING PLANNING 
The Support for Marketing scheme provides a company with a 
marketing consultant who is commissioned to prepare a 
strategic marketing plan. The objective of this chapter is 
to have a closer look at the issue, of strategic marketing 
planning. Why is it necessary and how has it contributed to 
the success within firms? What are the benefits of 
practising strategic marketing planning? What are the 
reasons behind its failure? These issues will be addressed 
and the steps involved in the preparation of a strategic 
marketing plan will be presented. 
The benefits of practising planning as a whole, the 
usefulness of strategy as a tool for management, and the 




4.1 THE NEED FOR STRATEGIC MARKETING PLANNING 
The question of "why have a strategic marketing plan? " may 
arise. After all it is quite clear that the primary reason 
for the existence of a firm is to make a profit, the more 
profit the better. But the earning of profit requires the 
commitment of resources. How are the resources allocated and 
to what activities? The amount of resources (commitment of 
resources) that should be allocated to what activity 
(product-market) in order to maintain and obtain a 
sustainable competitive advantage, is what makes the 
planning indispensable. McDonald (1982) found evidence that 
a number of very successful companies had no planning. He 
pointed out that their success was due either to the unique 
nature of the firms' products or services or to the 
characteristics of senior executives or management. He also 
mentions that sometimes firms were successful owing merely 
to good fortune, in that a firm may, due to fortunate 
circumstances, make an enormous profit without any sort of 
planning, strategic or otherwise (e. g. Amstrad or Sinclair). 
But can a firm maintain such success - and if so, for how 
long? 
In the analogy that Wensley (1987) makes between marketing 
strategy and military strategy, he compares the objective of 
"make as much profit as you can" to "generals indicating 
that their strategy is to gain as much territory as possible 
and ordering the troops to simply charge ahead in any 
direction they can", concluding that "such global, non- 
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directive approaches are not successful in a marketing 
context or military context. " 
One major reason for having a strategic marketing plan is 
claimed to be that it is essential for a firm to have a 
well-defined objective and a plan regarding the allocation 
of resources in order to achieve that objective. It is 
argued that without this clear definition spelled out in an 
explicit marketing strategy statement, as mentioned by 
Wensley (1987) "the marketing efforts of a business can work 
at cross purposes. " Wensley concluded that, "the strategic 
marketing statement" provides a vehicle for communicating 
the businesses future direction and coordinating efforts 
throughout the organisation. " 
Change of environment is another factor given as a reason 
for a firm to have a marketing plan. Long gone is the 
comfortable environment of the 1960s and early 1970s, where 
often, little marketing effort was needed to sell a product. 
Those years were characterized by growth (McDonald 1987) and 
firms only had to respond to ever-increasing demand. The 
situation is now totally changed. Firms now need to respond 
to customer needs and must be prepared to serve the customer 
better than their competitors do. In order to have a 
successful business they have to commit themselves to a 
detailed analysis of future opportunities and find ways and 
means of satisfying customer needs for the segment of the 
market their product is aimed at, and offer the benefits the 
customer is seeking. To summarise, it can be said that "an 
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explicit marketing strategy statement allows a business to 
respond more effectively to changing market conditions" 
(Wensley, 1987). Winkler (1972) argued that as a result of 
the change in the market and owing to its dynamic and 
interactive characteristics, the marketing function of firms 
is becoming more and more complex. In this context firms 
have to decide on desirability, technical feasibility and 
economic viability of different choices when they are 
planning. Tilles (1969) argued that because of rapid change 
in the environment, the achievement of success has become 
more problematic and thus the need for planning has 
increased. 
Another reason for the necessity of having a strategic 
marketing plan is claimed to be the day-to-day operation of 
a firm. Davidson (1972) and Dodge (1970) argued that, in the 
absence of marketing planning, companies will practice 
crisis management, trying to sort out on-going operational 
problems rather than developing a planned activity and 
successfully implementing the marketing concept within a 
firm. 
The day-to-day operation of a firm has always been a 
management function and remains so, but the challenge of 
managerial work today lies in the ability of the manager to 
look at the requirements of the firm and its future 
development with a disciplined and systematic approach. A 
proactive approach to management gains a new dimension, and 
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managers' steady and continuous success is much related to 
their ability to approach the market proactively. 
Loasby (1967, p. 89) asks, fundamentally, why a firm needs 
to plan and look into the future. He provides three reasons: 
To understand the future implications of present 
decisions. 
To examine the present implications of future events. 
To provide some specific motivation and mechanisms in 
order to look into the future in a systematic way. 
One of the benefits of a systematic procedure in planning is 
that various projects need tobe appraised at the same time. 
This allows evaluation of whether one project assists or 
hinders the accomplishment of another project. The first 
process was labelled by Ansoff. (1965) as synergy and the 
second by Loasby (1967) as allergy. 
Ansoff (1965) contrasted the benefits of having strategy as 
a management tool with those of the alternative approach, 
which is to "have no rules beyond the simple decision to 
look for profitable prospects. " He listed five benefits in 
using strategy as a management tool (p. 13): 
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1. In the absence of strategy, there are no rules to 
guide the search for new opportunities, both inside 
and outside the firm. ... 
2. Project decisions will be of poorer quality than in 
firms with strategy. ... 
3. The firm will have no formal provision for partial 
ignorance. No yardsticks are available to judge 
whether a particular opportunity is a rare one, or 
much better ones are likely to develop in the future. 
4. Without the benefits of periodic appraisal, the 
firm would have no assurance that its overall resource 
allocation pattern is efficient and that some products 
lines are not obsolete. ... 
S. The firm will lack an internal ability to 
anticipate change. 
As benefits of the alternative approach he listed (p. 12): 
1. The firm would save time, money, and executive 
talent which are required for a thorough strategic 
analysis. ... 
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2. The field of potential opportunities will be in no 
way restricted. Objectives and strategy limit the 
field of the 'search'. ... 
3. The firm reaps the full advantage of 'the delay 
principle'. By delaying commitment until an 
opportunity is in hand, it is able to act on the basis 
of the best possible information. 
Ansoff (op cit, p. 13) concludes that: 
The advantages of not having any bets and of not 
committing the firm's resources until the last moment 
are pitted against the disadvantages of inefficient 
search, enhanced risk of making bad decisions, and 
lack of control over the overall resource. 
Writers on marketing planning agree that a major source of 
problems in companies is their inability to plan ahead and 
be responsive to environmental change (Fisher, 1970; 
Miracle and Albaum, 1970; Cateora and Hess, 1967). 
All authors of prescriptive theories attach benefits to 
marketing planning. Though their list might be more or less 
similar, the fact is all of them find a number of benefits 
associated with the planning. 
The following is a list of such benefits, which can be found 
. 
in older as well as recent literature: Najjar (1966), Boyd 
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and Massey (1972), Terpstra (1972), Camillus (1972), Pearson 
(1973), McDonald (1987). 
- Readiness of the firm to response to changes when they 
occur and preparedness to respond rationally to the 
changes. 
- Encouraging systematic forward thinking on the part of 
executives 
- Definition of market-centered objectives 
- Identification of major opportunities 
- Coordination and adjustment of corporate resources to the 
opportunities. 
- Coordination of inter-related activities and integration 
with other activities. The plan delivers a structure for a 
routine review of operations. 
- Possibility of measuring the performance of each unit 
against specific defined goals 
= More efficient use of limited top-management time, 
concentrating on major issues rather than on unimportant 
details 
- Improvement of communication and reduction of conflicts in 
an organisation. 
While there is less objection to some of the points 
suggested here, others are controversial. Authors who take 
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the incremental view of planning oppose some of them. For 
example, planning can be seen as causing rigidity and 
inflexibility rather than . preparedness, or generating 
unwanted centralization instead of coordination. 
4.2 CONTRIBUTION OF MARKETING PLANNING TO SUCCESS 
All the claimed benefits are aimed at achieving success in 
the firm in the long run. Success needs to be measured. The 
most common way of measuring success in companies, suggested 
in the literature (Bell, 1979; Kotler, 1980), has been by 
way of quantitative objectives such as sales volume, market 
share and return on investment. In reality, these measures 
have been used in basic and early models for marketing 
strategy such as the Boston Consultancy Group (BCG) or 
General Electric (GE) model for investment analysis. Day and 
Wensley (1988) question the appropriateness of such 
measurement criteria as market share and profitability as 
indicators of marketing effectiveness. 
There have been a number of empirical studies to relate 
success to planning using finance-related measures. A number 
of them looked at the relationship of the strategic planning 
at corporate level with success. For example, Ansoff et al 
(1970), by using measures such as sales, earnings, 
earning/share, stock price, total assets, debt/equity, 
earnings/total equity, and debt/equity concluded that 
planners out-perform non-planners. Other studies in this 
category are: Thune and House (1970); Herold (1972); Karger 
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and Malik (1975 a and b). Schoeffler et al (1974), concluded 
that firms experienced a higher return on investment as a 
result of systematic strategic planning. Other studies 
looked at the practice of marketing planning and its 
relationship with success: Leighton (1966) found that there 
was a high correlation between systematic planning 
procedures and high growth in his sample of 400 U. S. 
corporations. Hooley et al (1984) focused on the 
relationship of marketing planning and performance and found 
a positive association between them. Lysonski (1990) used a 
random sample of New Zealand organisations to examine the 
relationship between performance, both in objective and 
perceptual terms, and marketing planning. This study, which 
analysed 522 usable responses, identified that there was a 
positive relationship between 'formalisation' and 
'comprehensiveness' of marketing planning and 'objective 
performance measures' such as revenue and profit. 
Performance was also positively related to the expenditure 
on marketing research. The results related to 'perceptual 
measures of performance' were less convincing, which as 
argued by Lysonski might be due to measurement errors 
associated with such evaluation. 
While the above mentioned studies relate performance to 
planning, other studies (Fulmer and Rue, 1973 and 1974; 
Grinyer and Norburn 1974 and 1975; Kudla, 1980 and 1981 and, 
Leontiedes and Tezel, 1980) conclude that there is no 
relationship between formal planning at corporate level and 
performance or financial success. 
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Two points have to be clarified in connection with the 
results of the empirical studies. They often fail to 
consider either firms that had used formalized planning and 
had not been successful or firms that had not used 
formalised planning procedures and had enjoyed success. By 
looking only at. the relationship between success and 
planning, it is implicitly assumed that other factors cannot 
influence the success of a firm. There is evidence, for 
example, that a manager's background has an influence on his 
or her performance (Storey et al, 1988). 
Other criteria for measuring success have been suggested. 
Ferguson and Dickenson (1982) believe that the way an 
organisation manages its critical success factors should be 
used as a criterion for measuring success. Carroll (1979), 
Saul (1983) and Goldsmith and Clutterbuck (1984) suggest 
other guide-lines such as: degree of innovation in a firm, 
consideration of environmental issues, employee conditions, 
employment prospects, industrial relations, and 
consideration of ethical values. In spite of the apparent 
difficulty in measuring the suggested guide-lines, some have 
been included rather qualitatively in a study by Peters and 
Waterman (1982), who used a set of non-financial criteria to 
characterize excellent, innovative companies. 
Consideration of long term objectives and their dominance 
over short term profitability (Webster, 1981; Hayes and 
Aberanthy, 1980) is considered to be one of the requirements 
for success in firms. Baker and Abu-Zeid (1982) argued that 
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in order to achieve success in exporting, there is a clear 
need for long-term commitment. Hooley and Lynch (1985) also 
found that successful companies were aware of the need for 
long-range planning. Saunders and Wong (1985), in a study of 
British companies, also found that successful firms, unlike 
unsuccessful ones, were more concerned with long-term 
objectives. Unsuccessful firms were much more concerned with 
"good short term profits. " King (1985) argued that the 
approach taken should "work over time. " Ames (1970) also 
concluded that the marketing concept cannot be established 
in a firm unless management is committed to longer-term 
goals. 
In a study on the characteristics of medium-sized growth 
companies in the USA, McKinsey (1983) found that one of the 
factors contributing to success was the "unusually clear 
vision of the distinctive role of the company" by the 
members of the organisation. This result is confirmed by 
Hooley and Lynch (1985) in their study of 1504 UK companies, 
which showed that more-successful companies were also more 
sensitive towards strategic issues and more responsive than 
unsuccessful companies. Successful firms, referred to as 
"high fliers", were more likely to be active in growth 
markets, and the authors believed this was related to their 
"superior planning system. " 
Other studies show the contribution of particular marketing 
techniques, such as market research, market segmentation, 
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product policy, service and sales, promotion and advertising 
and price. 
A study by Chaganti and Chaganti (1983) involved 192 small 
firms. They looked at key factors in the product and market 
strategies of profitable firms and concluded that their 
success had its origins in correctly identifying niches in 
the market place. 
4.3 PLANNING, ITS BENEFITS AND FAILURES 
The usefulness of strategic planning is not universally 
accepted and there is argument as to its benefit and its 
likely influence on the performance of firms. Some argue 
that formal strategic planning is a major factor in 
corporate success and enhances organisational performance 
(Ansoff, 1965; Hofer, 1975; Hofer & Schendel, 1978; Lorange, 
1980; Steiner, 1979). However, this is challenged by others 
(Lindblom, 1979; Mintzberg, 1978; Quinn, 1980) who claim 
that, in practice, firms often do not apply the prescribed 
methodology when making important strategic decisions. 
Unfortunately, the research on the effect and value of 
strategic planning has shown conflicting results (Armstrong, 
1982; Hofer, 1976; Shrader, Taylor & Dalton, 1984; Watts and 
Bizzel, 1988). 
The same controversy is present in relation to marketing 
planning. As this study is . concerned with the marketing 
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planning of firms, its benefits, and reasons underlying its 
failure will be discussed. 
4.4 REASONS BEHIND MARKETING PLANNING FAILURE 
Though marketing planning is widely advocated as a means of 
achieving success, and there is a host of prescriptive 
literature on how it should be done and its likely influence 
on the performance of firms, there is some evidence that in 
practice it has failed to produce the intended results. A 
study by McDonald (cited in Leppard and McDonald, 1987, p. 
160) reveals that: 
Many of the companies that had most of the trappings 
of sophisticated marketing planning systems suffered 
as many dysfunctional consequences as those companies 
that had only forecasting and marketing budgeting 
systems. 
This result justifies the attitude of those who are 
skeptical towards the use and/or effectiveness of marketing 
planning and explains why it is said that "marketing 
planning has failed to storm the citadels of financial 
control systems" (Marketer 1987; The Times 1986, cited in 
Leppard and McDonald, 1987, p. 159). 
A brief review of literature in connection with failures in 
marketing planning is of interest, because by understanding 
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the reasons behind marketing planning failure, it may be 
possible to avoid them. 
Ames (1968) looked at the findings of a study performed by 
McKinsey and Company on the marketing planning process of 
fifty industrial manufacturing companies in the USA. The 
purpose of the study was to find out the reasons behind the 
success of marketing planning in industrial manufacturing 
companies. This study uncovered four reasons for the failure 
of marketing planning. 
1. Deficient communication of corporate objectives to all 
parties throughout the organisation, and setting of 
unattainable and unrealistic corporate growth objectives. 
While Ames considers deficient communication of corporate 
objectives as a failure of marketing planning, Quinn (1977) 
argues that successful executives deliberately do not 
announce goals precisely in order to avoid centralization, 
focus for opposition, rigidity and insecurity. 
2. Lack of adjustment of marketing planning to particular 
needs of the industrial goods manufacturer. In fact, the 
study revealed a difference in emphasis on marketing 
elements in industrial goods companies as opposed to the 
consumer goods companies. 
3. Companies were more concerned with planning procedures 
than with the outcome of planning. This is what Ames 
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(1970) refers to as concern with trappings rather than 
substance. 
The above result is in contradiction with the findings of a 
study by Saddick (1966) who concluded that formal planning 
processes should be emphasized more in firms. His other 
conclusions concurred with what is' commonly found in the 
literature (cited in McDonald, 1982-a, p. 100): 
There can be no application of marketing concept 
without planning. This planning should be geared to 
the market, integrated with other business plans, and 
based on facts. 
4. Major programmes were actually repeated year after year, 
without considering the environmental changes that were 
taking place. This Ames referred to as the "tunnel 
approach. " 
This suggests that in many situations the planning activity 
in a firm is an annual ritual, without any real thought put 
to its formulation and still less effort to implement what 
is suggested in the plan (Seyna, 1985). 
Terpstra (1972) argues that the reason for the lack of 
success of marketing planning has been the inability of 
firms to integrate the elements of marketing in a logical 
sequence. Although they practise many elements of marketing, 
they do not do so in a coherent and organised fashion. 
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Another reason for the lack of success of marketing planning 
is argued to be in the difficulty of implementing a 
marketing plan. On this difficulty McDonald (1982-b, p. 31) 
concluded: 
Designing and implementing systems and procedures for 
marketing planning is far more difficult than the 
literature suggests. 
This seems to be an important argument. Despite the fact 
that business literature is full of guide-lines on how to 
design and implement a marketing plan, firms experience 
great difficulty in implementation, so that there is a 
general tendency to doubt the value of planning in an 
organisation. 
Ringbakk (1971) studied the reasons behind planning failure 
in research on 350 firms in Europe and the USA. The study 
is related to corporate planning and gives ten reasons why 
planning fails. His findings confirm those of Ames. One of 
his 10 listed points is that there is confusion between 
planning and financial projections within planning. 
Liander (1967) looked at the practice of marketing in the 
sample of firms he studied, and argued that the lack of both 
coordination and integration of several functions was one of 
the major problems in their marketing practice. There was no 
understanding of goals, objectives, budgeting, forecasting 
and planning. There was no attempt to define marketing 
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objectives and how to achieve them, that is to say, there 
was no planning process capable of responding dynamically to 
environmental changes. 
Martin (1979) suggested that one reason for the failure of 
planning is 'bad planning': the result of a gap between 
theory and practise. The gap between theory and practice is 
well documented in the literature on marketing planning 
research (Greenley, 1988 ; McDonald, 1982; Cosse and Swan, 
1983; Leppard, 1987 ; Piercy and Morgan, 1989). 
In his study of 40 major European and USA multinational 
firms, Weichman (1974) found that the lack of understanding 
and knowledge of management in basic marketing skills and in 
marketing planning was a major problem in subsidiaries. 
Marketing planning has been criticised as too academic, and 
unresponsive to the needs of firms. Davidson (1972), in a 
study of 195 firms in the USA, reported that companies 
regarded marketing planning as too academic, affecting the 
flexibility of the firm and consuming much of management 
time. 
Authors such as McDonald and Ames suggest how such failures 
can be avoided. Ames (1970) suggested that an effective 
implementation of a strategic plan requires: 
1. A thorough understanding of the marketing concept and 
strategic planning by management. 
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Saddick (1966) also found that marketing planning was more 
advanced in firms where the chief executives understand and 
accept the marketing concept. 
2. The commitment of management to its implementation. 
3. The installation of administrative mechanisms for 
effective implementation of the concept. 
McDonald (1982) also, in a detailed study of 263 UK 
industrial manufacturing companies, considers conditions for 
effective marketing planning. He reports on a firm's 
attitude to marketing planning, and lists the "reasons why 
Non-Planning companies felt no need for marketing planning" 
and "marketing planning system design and implementation 
problems", (Tables-4.1 and 4.2). 
McDonald concludes that the effectiveness of a marketing 
plan is conditioned by certain. requirements. He argues that 
in order to install a 'complete marketing planning system' a 
number of conditions need to be present. These conditions 
are similar to those previously mentioned by Ames (cited in 
Leppard and McDonald, 1987, p. 160): 
i. The chief executive has to understand the system 
and actively promote it. 
83 
Table 4.1 Reasons for not wanting marketing planning 
REASONS FOR NOT WANTING A MARKETING PLAN 
1. We have made good profits so far without it. 
2. Planning would take up too much time and 
prevent me getting on with the job. 
3. Plans discourage initiative. 
4. A marketing plan is inflexible. Things change 
too fast. 
5. Plans never come true, so why waste time 
writing them. 
6. I know this business like the back of my hand. 
I do not need to write it down. 
7. We make good products that customers want. We 
do not need marketing plans. 
8. Nobody reads them when they are prepared. 
9. It's just a meaningless ritual. 
10. It's not necessary in this business. 
(Source: McDonald, 1982-b) 
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Table 4.2 Marketing planning systems design and 
implementation problems. 
MARKETING PLANNING SYSTEMS DESIGN AND 
IMPLEMENTATION PROBLEMS 
1. Weak support from chief executive and top 
management. 
2. Lack of a plan for planning. 
3. Lack of line management support: 
- hostility 
- irrelevant to short term reward system 
- lack of skills 
- lack of information 
- lack of resources 
- inadequate organisation structure 
- fear of loss of personal power 
4. Numbers in lieu of written objectives and 
strategies. 
5. Confusion over planning terms. 
6. Too much detail, too far ahead. 
7. Once-a-year ritual. 
8. Separation of operational planning from 
strategic planning. 
9. Failure to integrate marketing planning 
into a total corporate planning system. 
10. Delegation of planning to a planner. 
(Source: McDonald, 1982-b) 
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ii. There has to exist the means of integration with 
other functional areas of the business at general 
management level. 
iii. In a well established, on-going planning system, 
some mechanism has to be found to prevent marketing 
inertia from over-bureaucracy. 
iv. Operational and strategic marketing planning have 
to be part of the same system. 
The above findings are necessary requirements for installing 
a marketing planning system but not the sufficient ones. The 
question is not so much what is needed but how to do what is 
needed. What mechanisms are necessary to prevent over- 
bureaucracy? Integration with other areas has already been 
largely prescribed in the literature. What means should 
exist to integrate marketing planning with other functional 
areas? There is no evidence to show that once the conditions 
in i) to iv) are satisfied, an effective strategic plan will 
be implemented. There is no empirical evidence to show that 
firms which do not follow these principles end up in 
disaster. 
Leppard and McDonald (1987) further researched this topic 
and their work led to the reappraisal of the role of 
marketing. They believe that there is nothing wrong with the 
theories and prescriptions, provided that they are used in 
the right context. Their research highlights evidence that 
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there is a relationship between 'the stage of development' 
of the firm and 'how a company tackles marketing planning'. 
They argue (p. 170): 
The acceptance of marketing planning is largely 
conditioned by the stage of development of the 
organisation and the behaviour of the corporate 
culture carriers. Thus it is that different modes of 
marketing planning became more appropriate at 
different phases of the company's life. 
They believe that it is necessary to devise diagnostic tools 
in order to identify which stage of development a firm has 
reached and what the behaviour of the corporate culture 
carriers is in the firm. Given such understanding, it is 
possible to find tailor-made solutions, to solve problems in 
a firm. The stages model suggested by Leppard and McDonald 
(1987) suffers from the potential problem of all contingency 
models and should really pass the test not that some degree 
of variance is explained by the contingent variable, but 
that a substantial proportion of variance is explained by 
it. 
4.5 THE STRATEGIC MARKETING PLANNING PROCESS 
In previous sections the need for strategic marketing 
planning was discussed and its benefits and shortcomings 
reviewed. The final issue to be addressed in this chapter is 
the marketing planning process and the stages involved in 
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the preparation of a strategic marketing plan. Firstly, 
however, it is useful to briefly discuss the issue of 
corporate planning and how it is related to marketing 
planning. The prescriptive literature suggests that 
marketing is one of the functional areas of a business 
(Higgins, 1980; Hussey, 1979; Jain, 1981; O'Shaughnessy, 
1988) and as such strategic marketing planning has to be 
integrated within the wider concept of corporate planning. 
That is why the same literature suggest that logically, 
marketing planning should follow business or corporate 
planning. 
Argenti (1974, p. 16) suggests that corporate planning is 
"the careful, systematic taking of strategic decisions" and 
describes it in the follows terms: 
Corporate planning is a systematic approach to 
clarifying corporate objectives, making strategic 
decisions and checking progress towards the 
objectives. Corporate objectives are the objectives 
for the organisation as a whole, not for parts of it. 
One of the main purposes of a corporate plan, in McDonald's 
view, is (1987, p. 77): 
To provide a long-term vision of what the company is 
or is striving to become, taking account of 
shareholder expectations, environmental trends, 
resource market trends, consumption market trends, and 
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the distinctive competence of the company as revealed 
by management audit 
Figure 4.1 shows the steps involved in the preparation of a 
corporate plan and the relationship of the strategic 
marketing planning to corporate planning as suggested by 
McDonald (1989). 
4.5.1 STAGES IN THE STRATEGIC MARKETING PROCESS 
McDonald (1987, p. 72) defines strategic marketing planning 
as follows: 
It is a logical sequence and a series of activities 
leading to the setting of marketing objectives and the 
formulation of plans for achieving them. It is a 
management process. Strategic marketing planning by 
means of a planning system is, per se, little more 
than a structured way of identifying a range of 
options for the company, 'of making them explicit in 
writing, formulating marketing objectives that are 
consistent with the company's overall objectives and 
of scheduling and costing out the specific activities 
most likely to bring about the achievements of the 
objectives. It is the systematization of this process 
which is distinctive and which lies at the heart of 
the theory of strategic marketing planning. 
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Figure 4.1 Marketing planning and its place in the 
corporate cycle 
Step 12 Management 3 Objective 4 Plans 5 Corporate 
audit and strategy plans 
setting 
Marketing audit Marketing Marketing plan 
Marketing objectives, 
strategies 
Distribution audit Distribution Distribution Issue of corporate plan, to 
Stocks and control; transportation; objectives, plan include corporate objectives 
warehousing strategies and strategies; production 
objectives and strategies. etc.; 
long-range profit and loss 
accounts; balance sheets 
Corporate Production audit Production Production 
financial Value analysis; engineering development; objectives plan 
objectives work study: quality control; labour; strategies 
materials, plant and space utilization; 
production planning: factories 
Financial audit Financial Financial plan 
Credit, debt, cash flow and budgetary objectives, 
control; resource allocation; capital strategies 
expenditure; long-term finance 
Personnel audit Personnel 
Management, technical and administrative objectives, 
ability, etc. strategies 
(Source: McDonald, 1989) 
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As reported by Hopkins (1981, p. 16), a marketing plan 
typically sets out to answer . three questions: "Where are we 
now? Where do we want to go? How can we get there? ". These 
are indeed typical questions in any sort of planning. In the 
literature, a number of steps have been suggested. Hopkins 
(1981) defines the following as the basic elements of a 
marketing plan: 
- Situation analysis 
- Forecasts 
- Objectives and strategies 
- Action programmes 
- Monitoring procedures 
- Contingency planning 
Figure 4.2 shows the basic steps for the preparation of a 
marketing plan as suggested by Hopkins. 
Figure 4.3 shows the stages suggested by Mcdonald (1987) for 
the preparation of a strategic marketing plan which involves 
the following phases: 
- Marketing audit 
- SWOT (strengths, weaknesses, opportunities, threats) 
analysis 
- Assumptions 
- Marketing objectives and strategies 
- Estimation of expected results 
- Identification of alternative plan and mixes 
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Figure 4.2 Simple flow chart of a marketing plan 
Chart 1: Simple Flow Chart for a Marketing Plan 
Examine critically present 
and prospective product/ 
Take into account company 
goals and restraints 
Set marketing objectives that 
are specific and measurable 
Determine marketing strategies, 
and prepare action programs with 
assigned responsibilities 






attainable not attainable 
Draft marketing plan, with steps to 
monitor progress of programs 
Match feasibility of programs) 
against available resources 
or restraints 
Feasible Not feasible j- 
Submit marketing plan 
for approval 
Plan II Plan 
approved not approved 
(Source: Hopkins, 1981) 
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Figure 4.3 The marketing planning process 
1 Corporate objectives 
2 Marketing audit 
3 SWOT analysis 
4 Assumptions 






Marketing objectives and strategies 
Programmes (with forecasts and budgets) 
5 Marketing objectives and strategies 
L6 
Estimate expected results 
7 Identify alternative plans and mixes 
feedback loo 
Programmes 
9 Measurement and review 
(Source: McDonald, 1989) 
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- Programmes 
- Measurement and review. 
The suggested procedures for the development of a strategic 
marketing plan are mostly very similar. A short review of 
each step will be done, following the process suggested by 
McDonald (1989). 
The Marketing Audit. The marketing audit (McDonald, 1987) or 
the situation analysis (Hopkins, 1981) involves an 
assessment of the external environment and the internal 
status of the firm and its products. In fact, it answers the 
question of "where are we now? ". McDonald (1987, p. 84) 
defines the marketing audit in the following way: 
A marketing audit is a systematic appraisal of all the 
external and internal -factors that have affected a 
company's commercial performance over a defined 
period. 
McDonald (1989) defines two sources of audit: external, 
which deals with the variables over which a firm does not 
have any control, and the internal, over which a firm can 
exert influence. The external audit covers issues such as: 
business and economic environment; the market and its 
characteristics; and competition. The internal audit 
considers the company sales, market share and profit 




SWOT Analysis. The marketing audit step provides a firm with 
information regarding the external and internal variables. 
As explained by McDonald (1987, p. 85), "the audit is simply 
a data base, and the task remains of turning it into 
intelligence, that is, information essential to decision 
making". By grouping the external factors under the headings 
of opportunities and threats and the internal variables 
under the heading of strengths and weaknesses it is possible 
to translate the information gathered at the audit level 
into a systematic means of evaluating the current situation 
of the firm and obtaining a clearer picture of where a firm 
stands. 
Assumptions. Every marketing plan is based upon a number of 
assumptions (Hopkins, 1981; McDonald, 1989). Assumptions may 
be related to a number of issues such as the increase in the 
size of market; types of pressures on the market; 
anticipated changes in the market; socio-political aspects 
of the market, or possible changes in customer purchasing 
patterns. At this stage, the assumptions on which the plan 
is developed need to be defined and agreed upon. 
Marketing Objectives and Strategies. At this stage the 
objectives to be achieved are set and the way to achieve 
them is determined. McDonald (1987) defines an objective as 
"what you want to achieve" and a strategy as "how you plan 
to achieve your objectives". Therefore, this step is a 
fundamental one in the strategic marketing planning, as it 
defines where the company wants to go and how it will get 
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there. All the steps prior to this are aimed at helping the 
organisation to set feasible, acceptable and achievable 
objectives and define appropriate ways of achieving them. 
The marketing objectives defined at this stage are related 
to products and markets and can be summarised using the 
opportunities matrix suggested by Ansoff (1957), Figure 4.4. 
Figure 4.4 Opportunities Matrix 





1. Market Penetration 2. Product Development 
2. Market Development 4. Diversification 
(Source: Ansoff, 1957) 
As Figure 4.4 shows the marketing objectives are mainly 
related to existing or new products for existing or new 
markets. The marketing strategies, as explained by McDonald 
(1989) are "the means by which marketing objectives will be 
achieved and generally are concerned with the four Ps", 
which are: product, price, place and promotion. 
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Programmes. The strategies defined in the previous step need 
to be translated into a practical programme for action in 
order to achieve the established objectives. As reported in 
a study by Hopkins (1981), "without a programme for 
accomplishment, an objective is simply wishful thinking". 
But first it is necessary to estimate the cost and expected 
results of each strategy. If the strategies are not 
feasible, new ones should be identified. Thus, the steps 
five, six and seven suggested in Figure 4.3 have to be done 
in an iterative way until the final objectives and 
strategies are determined and spelled out in a programme of 
action. By completing the programme for action, the answer 
to the question of "how to get there" is given. 
Measurement and review. Periodically the progress of 
marketing activities needs to be reviewed to help to decide 
if it is as planned, and if not, the reasons for the 
failure. By identifying gaps between expected and achieved 
results, corrective action can be taken to accomplish the 
planned schedule. In some cases, it may become necessary to 
alter the initial objectives. Hopkins explains (1981, pp. 26, 
28): 
These reviews provide an opportunity to "listen for 
weak signals, " to redirect any parts of a planned 
action programme that are off target and, as allowable 
in some companies, actually to modify the original 
objectives, strategies and programmes in the light of 
changing conditions. 
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The suggested models associated with the stages of planning 
have major limitations: they are all linear and sequential 
in nature. In practice, it might be more appropriate to use 
a more iterative and evolutionary approach. 
4.6 SUMMARY 
In this chapter, the issue of strategic marketing planning, 
and its claimed benefits has been reviewed. Strategic 
marketing planning, its performance in relation to the 
claimed benefits, and reasons behind its failure have been 
discussed. 
Some of the problems that discredit marketing planning were 
also reviewed. They are: 
Lack of understanding of the marketing concept and its 
function in the firm. 
Lack of marketing and planning skill in a firm to devise and 
implement a plan. 
Confusing planning with forecasts, and budgets. 
Non-integration of marketing planning with other functional 
areas and with the corporate plan. 
Practice of marketing as a ritual as opposed to a useful and 
effective way of improving results. 
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If these problems are eliminated it is likely that the 
practice of marketing planning will have a positive impact 
on the firms (Ames, 1970; McDonald, 1982). 
Finally, the stages involved in the preparation of a 
strategic marketing plan were reviewed. 
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CHAPTER FIVE CONSULTANCY 
The Support for Marketing scheme provides a company with a 
marketing consultant who is commissioned to prepare a 
strategic marketing plan. The objective of this study is to 
look at the impact of marketing consultancy. Therefore, it 
is necessary to look at the issue of consultancy in some 
detail, which is the aim of this chapter. 
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5.1 INTRODUCTION 
There has been a change of attitude towards the role of 
consultancy in organisations. 
Steele (1975) argues that the claim that the use of an 
external consultant or an expert is a sign of weakness in an 
organisation, is disappearing. Nor is consultancy seen as 
suitable only for an unusual situation. The use of 
consultants on a regular basis is now considered to be part 
of the healthy growth of an organisation. Firms are 
increasingly realising that survival is dependent on ability 
to cope with environmental changes, and they now realize 
that in certain situations an external expert can help them 
to manage change. 
De Geus (1988) points out the importance of adapting to 
changes in the business environment. Referring to a study at 
Shell, which surveyed 30 companies that had been in business 
for more than 75 years, he reports how impressed Shell were 
by the ability of these companies "to live in harmony with 
the business environment, to switch from a survival mode 
when times were turbulent to a self-development mode when 
the pace of change was slow". He believes that it is 
essential for the organisation to understand change and to 
become capable of responding to it. He also agrees that a 
consultant can play an important role in this process as a 
"transitional object", and emphasises that "successful 
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consultants let themselves be treated as transitional 
objects". De Geus explains (p. 73): 
One characteristic of play, as the Tavistock Institute 
in London has shown, is the presence of a transitional 
object. For the person playing, the transitional 
object is a representation of the real world. A child 
who is playing with a doll learns a great deal about 
the real world at a very fast pace. 
De Geus explains that in this approach, instead of producing 
a plan based on his own mental model or framework, and 
presenting it as a final product to the client, the 
consultant will try to take the client through the process 
of planning. This is done by trying to uncover and utilise 
as the starting point, the implicit strategies existing in 
the organisation which represents "the mental model that the 
audience has at the moment". Based on this information, 
alternative strategies are formulated and presented to the 
management team for their feedback and comments. The process 
requires interaction between management and the consultant 
and "is likely to go through a number of iterations, during 
which the team's original model will change considerably". 
The objective of the intervention is to prepare the 
decision-makers for change, which, when it occurs, will find 
them mentally prepared and able to respond effectively and 
promptly. De Geus believes that this is only possible if 
there is organisational learning (p. 70): 
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In other words, they depend on learning. Or, more 
precisely, on institutional learning, which is the 
process whereby management teams change their shared 
mental models of their company, their markets, and 
their competitors. For this reason, we think of 
planning as learning and of corporate planning as 
institutional learning. 
De Geus argues that the process of learning in order to 
adapt to change has to be fast, and claims that "the ability 
to learn faster than competitors may be the only sustainable 
competitive advantäge". Not only is institutional learning 
important, but more vital is the acquisition of learning by 
those with executive power. Therefore, he argues, the role 
of the planning department should be to create the climate 
and to influence the mental state of decision makers to the 
point at which they are prepared to manage change. 
The importance of consultancy relies on the fact that it 
deals with real-life problems which if understood or solved 
can make a real difference to an organisation. 
Consultancy is performed through the intervention of a 
consultant who assists firms to overcome their problems. 
Such intervention and assistance is based on his specialist 
knowledge, expertise and experience, far beyond "the common 
sense" form of recommendations (Blake and Mouton, 1976). 
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Generally there are a number of reasons for a firm seeking 
the services of a consultant (The Economist, 1988): 
- Consultants are asked to intervene in order to help the 
client firm cope with change. Consultants are generally 
known as "change agents". 
- To receive an independent and expert view of the overall 
strategy of the firm. Consultants are also requested to 
intervene when part or parts of the business are not 
performing well. 
- To solicit an expert opinion when a firm is considering a 
particular move. 
- To obtain confirmation regarding the on-going activities 
of the organisation. 
- When the firm is in a quandary and as such seeks expert 
opinion. 
- Consultants may also be called in for political reasons 
(P. 6): 
Calling-in of consultants for reasons of internal 
office politics: to strengthen one faction's case for 
a strategy, or even to provide a pretext for sacking 
particular managers. 
Although the first consulting firms began operating at the 
end of 19th century, consultancy as such has been 
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established only after the second world war (The Economist, 
1988). 
5.2 CONSULTANCY RELATIONSHIP 
The relationship between client and consultant is described 
by Lippitt (1959, p. 5) in the following way: 
The general definition of consultation .... assumes 
that: 
1. The consultation relationship is a voluntary 
relationship between 
2. a professional helper (consultant) and help-needing 
system (client) 
3. in which the consultant is attempting to give help 
to the client in the solving of some current or 
potential problem, 
4. and the relationship is perceived as temporary by 
both parties. 
5. Also, the consultant is'an 'outsider', i. e., is not 
a part of any hierarchical power system in which the 
client is located. 
In this definition, the consultant is described as an 
'outsider'. Although this study is related to the role of 
external consultants, it should be noted that consultants 
can be both external and internal. The internal consultant 
is "a helper (professional or non-professional) who is 
considered a member of the client system or a closely 
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related system" and the external consult is "a helper who 
has minimal or no organisational/political relationships 
with the client system", Swartz (1975, p. 258). Figure 5.1 
shows the "situational differences of internal and external 
consultants" reported by Swartz. 
'The help needing system' or 'the client' is also referred 
to by Blake and Mouton (1976), as the "units of change". 
They distinguish five levels of the change units: 
individual, group, intergroup, organisation and larger 
social system. For the purposes of this study, the 
'organisation' will be considered as the 'unit of change' or 
'client'. Therefore. the consultant is the one who 
intervenes, and the client is the organisation receiving the 
intervention. The focal issue is the problem under 
intervention, that is, the problem to be solved. The client 
enters into the relationship wishing to improve one or 
several aspects of the organisation, and the consultant is 
offering his help and hoping to improve one or several 
aspects of the client system. 
Another definition of the 'helping' relationship is given by 
Rogers (1961, pp. 39-40) as one in which: 
at least one of the parties has the intent of 
promoting the growth, development, maturity, improved 
functioning, improved coping with life of the other. 
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Figure 5.1 Situational differences of internal and external 
consultants 
Internal Consultant External Consultant 
(1) As part of the system, usually knows (1) Usually has more "influence" with 
the language and background of the client system. 
problem. (2) Usually has more varied experiences; (2) As part of the system, may be a part broader perspective. 
of the problem. (3) Usually more objective about the (3) Usually will give more time to the client client and the problem-he's 
because of availability and costs. independent of the client power (4) Sometimes encounters resistance structure. 
because of vested interests and (4) Pay and continued use are usually tied 
organisational politics. to results. (5) Sub-system tends to tell the IC that (5) Is usually aware of other resources 
things are "o. k. " that might be helpful to client. 
(6) Usually knows the norms and political (6) Client tends to be more open with the 
realities better than someone from external consultant about needing 
outside. help. 
(7) An internal consultant is not seen as a (7) Free to leave the situation when 
"prophet" in his own organisation. consultation is complete. 
May lack a power base. (8) Client usually has high expectations 
(8) Internal consultant knows more about that may verge on inappropriate 
potential "linkage" with other parts of dependency. 
system. (9) Free to reject the consulting (9) Usually identifies with the system's assignment. 
needs/pains/aspirations. (10) In a position to introduce "new" (10) A "known quantity". things into the client system. 
(11) May lack perspective. (12) May not have required special knowledge 
or skill. 
(13) May have to live down past failure or 
affiliations. 
(Source: Swartz, 1975) 
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Greiner and Metzger (1983) define the consultancy 
relationship thus: 
Management consulting is an advisory service 
contracted for and provided to organisations by 
specially trained and qualified persons who assist, in 
an objective and independent manner, the client 
organisation to identify management problems, analyse 
such problems, recommend solutions to these problems 
and help, when requested, in the implementation of 
solutions. 
Individuals and/or organisations tend to adopt a certain 
mode of behaviour within a certain context which then 
becomes reinforced over time. Blake and Mouton (1976) refer 
to this as the "cyclical nature of behaviour" and believe 
that it happens when "a sequence of behaviour repeats its 
main features, within specific time periods or within 
specifiable settings". Although the stability of behaviour 
can be desirable in certain circumstances, it may prove the 
opposite in others. It is necessary for an organisation to 
be able to free itself from any adopted behaviour which 
proves to be harmful, but in many situations, organisations 
are not capable of recognising the harmful nature of the 
adopted behaviour, nor are there clear indicators to reveal 
it. The clear vision and objectivity of an outsider is 
sometimes needed to identify harmful behaviour and help the 
organisation to eliminate it. This is where the role of a 
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consultant can help. Blake and Mouton, (1976, p. 3) make the 
following observations: 
Cyclical behaviour can become so habitual as to be 
beyond the conscious or 'self' control of the person, 
group, organisation, or community whose performance it 
characterizes. As long as this repetition stays within 
certain situational bounds, it can be advantageous. 
For example, many such cycles help to free 
intellectual and emotional resources for concentration 
on less programmable aspects of behaviour. Outside 
these bounds however, an unreviewed behaviour cycle 
can be harmful, even dangerous. ...... The 
consultant's function, therefore, is to help a person, 
a group, an organisation, or a larger social system 
identify and break out of these damaging kinds of 
cycle. 
An external expert can play an important role in that he is 
better able to understand threatening problems than are 
those within an organisation. In general, those nearest to 
the problem cease to recognise it (Feeney, 1972). 
5.3 PRESCRIPTIVE INTERVENTION 
The concept of prescriptive intervention relates to the 
physician-patient relationship, and the approach to a 
company taken by a consultant is similar to that of a 
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physician to a patient. Black and Mouton (1976, p. 374) 
define it as: 
Prescription is an intervention strategy in which the 
consultant explicitly tells the client what to do to 
solve his or her problem. Collaboration between 
consultant and client is based on the assumptions 
inherent in the authority-obedience model: the 
consultant exercises authority and the client is 
expected to comply with the recommendations given. 
The prescriptive consultant depends on his acquired skills 
from a body of knowledge and/or from his previous 
experiences in the field. Based on this expertise and 
knowledge, he considers himself sufficiently expert to 
recognise the client's needs. The assumption is that the 
client does not have the necessary knowledge or objectivity 
to identify his problems and as such is unable to take any 
corrective action. In these circumstances the prescriptive 
consultant not only indicates what the problems and real 
needs are but also defines the specific actions to be taken 
if the client wishes to have them resolved. 
In the prescriptive approach, the consultant collects 
information through interviews and questionnaires and by 
using other sources of information which are recruited to 
help him in his diagnosis of the problem. Once he has 
satisfied himself that the real problem has been identified, 
he prescribes the solution and offers it to the client. The 
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identification and solving of the problem are both achieved 
by the consultant. 
The use of the prescriptive approach is most common when a 
client has lost confidence, to the extent that due to a lack 
of insight or technical capability the client is unable to 
address a problem or solve it, and also when there is a 
crisis. Blake and Mouton (1976, pp. 297-298) describe the 
suitability of the prescriptive approach in consultancy in 
the following terms: 
The prescriptive mode of intervention is found to be 
particularly effective when the client has reached 
'the end of his rope' and, though action is 
imperative, is unable to select from the options 
available to him the one best suited to solving theü 
problem at hand. This inability may be due to 
emotional turmoil, or to having reached a helpless 
impasse, or to the client's deep ignorance of the 
variables operating in his situation. Under any of 
these circumstances, the client's dependency has 
reached a sufficient degree to result in his being 
ready to trust and be governed by the consultant's 
expertness. Yet because the consultant provides his or 
her client with a ready-made solution, the client may 
not gain enough competence to solve the same kind of 
problem in the future or related problems as they 
arise unexpectedly. 
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The assumption that the prescriptive consultant is an expert 
and that as such the client is ready to accept all the 
consultant's recommendations creates a number of problems. 
The fact that the consultant may have correctly identified 
the problems and decided on the best solutions does not 
imply that the client is ready to accept and implement the 
proposed ideas. Therefore, the prescriptive consultant will 
tend to refer his recommendations to the top management of 
an organisation, whose position of power will, he hopes, 
assure their implementation. Nevertheless, the resistance of 
other members of the organisation must be envisaged as a 
real possibility. 
Other problems associated with the prescribed ideas are: 
- The client may resist the plan. 
- Dictated changes, no matter how relevant and important, 
tend to be resisted. 
- Those individuals who see a reduction in their power as a 
result of the implementation of the recommended actions, 
will resist the change. 
- The suggested changes may be resisted on the basis of the 
existing beliefs and values in the organisation. 
- There is minimal interest in educating the organisation to 
learn and understand the changes. In this situation there 
is little possibility of their acceptance or of getting to 
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the point of doing the job in the future without external 
intervention. 
An undesireable outcome of a consultancy process can be a 
strong dependability of the client on the expert, with the 
following consequences: 
- Increased dependency will impede the client's ability to 
develop capacities to diagnose and solve problems. 
- Transferring the solution of all problems to the 
consultant as an expert may lead to unsuitable solutions. 
All the information and knowledge that the client himself 
has about a problem is not used as an input to its 
solution. Thus the ideas offered by the expert without 
considering the valuable input of the client, cannot be 
regarded as balanced. 
The problems and shortcomings of the prescriptive approach 
have been summarised by Jacques (1961, pp. 163-164): 
The very nature of the therapeutic role, however, 
often makes real collaboration difficult. The 
situation is often encountered where the social 
scientist is called in and given a complete mandate to 
"set things right. " Too frequently, such a mandate may 
represent an unconscious defeatist attitude on the 
part of the group concerned, with an underlying and 
understandable desire to evade, if possible, the 
responsibility for facing up to a complex and 
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unpleasant situation. Because the solution of the 
problem may seem relatively simple there is a great 
temptation for the social scientist to jump in and 
take the responsibility "just for a short time. " 
Having taken full responsibility on his shoulders, 
however, he will to a greater or lesser degree have 
precluded the possibility of the group itself 
developing new roles which would allow them to cope 
with their own problems by themselves. Thus, although 
he may clear up the problem, any thanks he receives 
may be given rather grudgingly, for he will presumably 
have exposed the inadequacies of the persons concerned 
without helping them towards new insights and self- 
reliance. Under these conditions further work is 
unlikely, and the project may suddenly come to a halt. 
On the other hand, he may fail with the task, in which 
case he will likely be left with the blame on his own 
shoulders for all the previous mistakes and results of 
mismanagement, and ill effects of which may be 
displaced and projected in his direction. 
Clients often resist prescriptions. The occurrence of 
resistance indicates either the failure of the consultant to 
identify the problem and give sound recommendations or an 
inability to encourage the client to adapt to change. 
In some situations, the consultant in the prescriptive 
approach finds it necessary to fight the client and impose 
his own will (Caplan, 1970). 
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The success of any approach in consulting resides not only, 
in its immediate effect in solving the problem, but also in 
its ability to prepare the client to continue with the 
improvements introduced. This Ion-going' element is a much 
neglected objective in the prescriptive approach to 
consultancy (Black and Mouton, 1976, p. 375): 
The success of a prescriptive intervention is 
dependent not only on the degree to which the client 
is helped to solve the immediate problem, but, also on 
the client's ability to incorporate and self-maintain 
the pertinent improvements introduced during the 
period of consultation. .... He (the client) is not 
learning how to solve the problems; he is only acting 
under problem-solving instructions. He may become even 
less sure of himself than before. ... The "cure" 
could, over the long term, be more damaging than the 
symptoms or illness it was intended to correct. 
Although a number of shortcomings and problems are 
associated with the prescriptive approach to consultancy, 
the issue requires clarification. It is difficult to have a 
systematic approach among individuals within a consulting 
organisation of any significant size, without a prescriptive 
system. In this context, two ways of looking at prescription 
as an approach to consultancy can be identified. One is 
prescription as a shared prescriptive system, which a 
consultant or expert follows in order to do a comprehensive 
job for the client system. In this sense, prescription works 
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as a handbook or a check list. The other is prescription as 
a method of intervention, where the external agent 
prescribes to the client the actions to be taken. While 
prescription as a shared prescriptive system can be quite 
useful, as a method of intervention it has little effect in 
producing change in organisations. 
Consultants occasionally have used prescription as a method 
of intervention, for consulting organisations. As a learning 
device, however, this approach generally speaking has little 
to offer. 
5.4 LEARNING AND CONSULTANCY 
The issues at work in consultancy are associated with both 
the content and the process. The issues of content are 
related. to the problem itself, and the process issues are 
related to the way the problems are tackled. The traditional 
attitude of the prescriptive approach is essentially 
content-orientated. Consultants or experts are called in to 
solve a specific problem or resolve a crisis. To solve a 
problem, the consultant collects data and prescribes a 
solution which is offered to the client. This type of 
consultancy does not involve change and is basically, a 
static relationship, concerned with the stated problem and 
its solution with no long-term relationship. Such 
interventions rarely achieve lasting change. 
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The prescriptive notion of the role of the consultant has 
now given way to a more process-orientated approach (Schein, 
1969), with consultants now in the role of 'facilitators'. A 
process-orientated consultancy involves a dynamic 
relationship with the organisation and is concerned with 
change and development. The objective of the consultant is 
to help the client to improve understanding and increase 
competence for on-going change and development. There is a 
longer-term "process" conception of change (Argyris, 1970). 
Process orientated consultants are more concerned with 
helping clients and client's systems, and helping clients to 
learn from their own experiences, which can be used for the 
growth of the organisation. 
The objective of the consultancy process, as viewed by 
behavioural science theorists, should be the enhancement of 
the future capabilities of the client firm. 
The real impact of consultancy on an organisation is 
achieved when it "is aimed at some improvements in the 
future functioning of the client system. ... the total impact 
of consultation is greater if it is cumulative, due to 
improved process or structure, than if it is specific to 
only one task at one time", (Steele 1975). He explains 
further (p. 193): 
The major goal of a behaviourally-orientated 
consultant should be to' facilitate the development of 
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better self-corrective processes in the client system. 
This type of change will have a- much greater 
cumulative effect over the long term than will any 
specific structural change. 
Helping relationships can take many different forms and 
involve quite different tasks. Kolb and Boyatzis (1970) 
believe that in spite of the variety of the tasks, it is 
possible to classify them all along one dimension, namely 
"the extent to which it is required that the receiver of 
help be capable of accomplishing the task independently when 
the helper is no longer present. " At one end of this 
dimension is 'assistance' and at the other is 'education'. 
In 'assistance', there is no concern for improving the 
client's capability to perform the task independently in 
future instances. The solution of a particular problem is a 
major issue and the degree of dependency of the client is 
high. In 'education', the main objective is to increase the 
client's capability to solve similar problems when. they 
occur, and resolution of the immediate problem comes 
secondary to the the enhancement of the client's problem- 
solving capacity. 
To foster the learning process, integration of 'planners' 
and 'doers' has been suggested. Participation in planning by 
those who will carry out the- plans has been strongly 
emphasised (Bass, 1970). Bass and Leavitt (1963) 
demonstrated that the involvement of 'doers' in planning has 
an important impact on both productivity and satisfaction. 
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Harrison (1970) considers the depth dimension as central to 
the conceptualisation of intervention strategies. - He 
believes that intervention strategies should vary from 
situation to situation and they should relate to distinct 
organisational change requirements. In his view, one factor 
that influences different approaches to change strategies is 
'related to the depth of intervention. ' Different intervention 
strategies use varying levels of depth in their 
interventions: the depth of intervention is least in the 
case of 'operations research' or 'operation analysis'-and is- 
greatest in 'intrapersonal analysis. ' The depth of 
intervention has a number of side effects: 
The less the depth of intervention, the easier it is for the 
change agent to communicate the methods of intervention. 
This permits the client to learn something from the expert's 
skills to increase his understanding and competencies. With 
improved ability, it is easier for the client-'to relinquish 
dependence on the change agent. At the other end of the 
scale, deeper intervention of the change agent results in 
little learning on the part of the client, dependence on the 
change agent is quite high, and withdrawal of the consultant 
may signal the end of the change process. 
Another effect of the change process is its transference to 
other members of the organisation who are not initially and, 
directly involved. At interventions of little depth, the 
outcome will be in the form of procedures, policies or a 
plan which is communicated to other individuals and 
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therefore is likely to have a more lasting effect on the 
organisation. Intervention in great depth is more 
appropriate for securing change in the 'inner life' of the 
individual. The permanence of effect is very enduring if the 
intervention is successful. 
The need to gather information tends to increase with the 
depth of intervention. The greater the depth, the less 
availeable is the required information for an effective 
intervention, which requires more time and thus increases 
cost. 
The depth of intervention also affects the "predictability 
of outcomes". The deeper the intervention, the less 
predictable are the results. Harrison (1970, p. 201) offers 
the following guidelines regarding degrees of intervention: 
First, to intervene at a level no deeper than that 
required to produce enduring solutions to the problems 
at hand; and second, to intervene at a level no deeper 
than that at which the energy and resources of the 
client can be committed to problem solving and to 
change. 
Another factor in consulting concerns the issues that 
attract more attention from consultants, in the early stages 
of their intervention for organisational development. Tichy 
. (1975) found a relationship between the change agent's 
diagnostic categories and the subsequent interventions in 
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producing change. The issues considered to be most critical 
at the diagnostic levels were also the factors that were 
acted upon most frequently to create change in the 
organisation. Tichy and Nisberg (1976) argue that to create 
change in the organisation, the change agent is likely to 
concentrate on those issues that were perceived as important 
at the level of diagnosis. Hornstein and Tichy, (1973) 
developed a model for change strategies called "The Emergent 
Pragmatic Theory of Change". It is based on the assumption 
that all people have "implicit theories or models of 
organisations. " They argue that these models establish the 
rationale for the organisational behaviour and understanding 
and also affect and restrict the individual's view of 
organisational change. 
One criticism of organisational development is that it is 
not concerned with performance and productivity. A study by 
Tichy and Nisberg (1976) revealed that the consultants in 
the sample were little concerned with obtaining data on 
performance variables. But the study also identified that 
the more successful consultants, labelled as 'stars', were 
much more concerned with performance variables, in 
comparison with less successful ones labelled as 'lesser 
knowns'. 
Although client learning is the foremost objective of 
process consultancy, an important consideration is the 
inappropriate use of learning. Steele (1972) labelled as 
"overlearning" the situation where a client learns a 
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concept, skill or a technique and then applies it where it 
is not appropriate. He cites several such cases as: 
- The use of external skills for internal needs. The client 
does not distinguish the difference between internal and 
external consultancy and applies what is appropriate for 
an external situation to an internal case, so that "the 
difficulties are caused not by simple incompetence, but by 
misplaced competence. " 
- Distortions occurring in the process of application of 
strategies. In this example the skills and techniques are 
appropriate both for internal and external cases, provided 
that they are applied properly. The phenomenon of 
overlearning, then, is due to "inappropriate transfer of 
learning to the wrong problems. " 
- Excessive application of learning without consideration of 
other related factors is another area of overlearning 
which Steele calls "trained blind areas". In this case 
there is in-depth learning by the individual client, which 
he over-emphasises, without taking other equally-important 
views into consideration. 
- Finally, inapplicability of learning due to change of 
conditions. This aspect of overlearning occurs when a 
solution which was very effective in one situation is used 
later, in a changed condition, without being tested for 
its validity. It also happens when a solution is abandoned 
permanently merely because it did not work well when it 
was used. In this particular study, Steele (1968), found 
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that not only did people not test for the validity of the 
application of their learning to new situations, but they 
were also unaware of the context and conditions of the 
first application. 
As Steele (1975, p. 59) argues, there is a need for 
"avoiding both underlearning, which has traditionally been 
accepted as evil, and overlearning, which has generally been 
either overlooked or praised as consistency". The 
overlearning problem is characteristic of those 
organisations that desire permanent solutions for changing 
problems. In these circumstances he suggests a change 
process in two stages: "unlearning old solutions and then 
developing more appropriate ones". 
To avoid 'overlearning' in any application of knowledge, 
therefore, two important factors need to be considered: 
generalisation and application to different situations. 
Argyris (1964) proposed that organisations should apply 
different structures for different classes of decisions. 
'Client learning' is one of the most important aims of 
"process orientated" consultancy. Learning outcomes, 
however, are much related to the client's expectations and 
to the degree that such expectations are acknowledged by the 
consultant. Steele (1975) lists the expectations that a 
client has of himself: 
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- Self-esteem based expectation. The client expects to 
possess a number of characteristics in order to be 
acceptable to himself. This expectation can enhance his 
efforts towards change and improvement. It also can have a 
negative effect: he may not use the occasion for learning, 
being concerned with the fact that he might expose his 
ignorance. Thus it is the consultant's task to help the 
client overcome this problem. 
- Increase in power. As mentioned in the prescriptive 
approach, clients expect to increase or maintain their 
power. This expectation can be a deterrent to change if 
the client feels that he will lose power as a result of 
intervention. 
Consideration of the client's power relationships is a major 
issue in consultancy, whether prescriptive or process 
consultancy. A consultant has to realise these expectations 
and understand that the system has power over a consultant 
who is trying to introduce change in the organisation. As 
reported by Marrow (1974), lack of consideration of this 
issue can cause a total rejection of change. When changes 
are forced, even for the best of intentions, they are 
readily resisted by the organisation. The objective of 
consultancy should be then to influence the process of 
learning within the organisation. Otherwise, there will be a 
volatile effect on the firm as a result of consultancy, with 
no impact of a positive nature on the future activities of 
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the organisation. The issue of learning is emphasised by 
Steele (1975, p. 200 and p. 141) in the following terms: 
There should be an emphasis on client learning, as 
opposed to coercion of the client to adopt prescribed 
'right' attitudes and feelings. 
Just telling a client system where it ought to go 
because of a theory which one has about how 
organisations ought to operate is not really enough. 
The consultant must be able to present a good case for 
where the organisation is, what the consequences of 
its present position are, and some of the major 
factors which keep it in that particular position. He 
should also strive to build within the client system 
the capacity and inclination to continually collect 
evidence of what is going on so they can make cases to 
themselves. 
On some occasions, dissatisfaction and rejection of. -the 
consultant may not mean that the process did not have an 
effect on the organisation or produce any change altogether. 
The process-may have induced firms to examine themselves 
very carefully despite their rejection of the consultant. In 
this situation the consultant has a 'ritual pig' function 
(Steele, 1975). 
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5.5 PHASES IN CONSULTING 
In any consultancy process, a number of phases or tasks can 
be identified. Different authors identify more or less the 
same stages. Tranfield and Smith (1979) define three major 
tasks in consultancy: "getting in, doing work and getting 
out. " The "getting in" stage consists of establishing the 
initial contact, gaining entry and contracting. The "doing 
work" task consists of diagnosis, action planning and 
implementation, and finally the "getting out" stage is 
related to the evaluation of the intervention followed by 
withdrawal. Aubrey (1990) suggests a five-stage model: 
entry, diagnosis, action planning, implementation and 
termination. The following phases of consultant-client 
working relationship have been indicated by Lippitt and 
Lippitt (1986 p. 11): 
1. Engaging in initial contact and entry; 
2. Formulating a contract and establishing a helping 
relationship; 
3. Identifying problems through diagnostic analysis; 
4. Setting goals and planning for action; 
5. Taking action and cycling feedback; and 
6. Completing the contract (continuity, support, and 
termination). 
Each of the stages or phases of consultancy will be 
discussed briefly. 
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5.5.1 ENGAGING IN INITIAL CONTACT AND ENTRY 
This stage covers a number of issues. The initial contact in 
a consultancy relationship may originate from one of three 
sources: the client, the consultant or a third party. The 
importance of this stage lies in the fact that it involves 
the formation of the consultancy relationship and can affect 
all subsequent interactions. During this stage, the 
consultant should explore what the real problem is insofar 
as it might differ from what the client perceives to be the 
problem). By the end of this phase, the consultant should 
have developed an initial understanding of the client and 
his organisation. He must also have a fair idea of the focal 
issue or problem that will be the object of treatment. 
5.5.2 FORMULATING A CONTRACT AND ESTABLISHING A HELPING 
RELATIONSHIP 
Before any real work starts, the two parties, the client and 
consultant, need to agree on a number of issues. During the 
first phase, they have already agreed, at least tentatively, 
on the existence of a problem and the need for change. It is 
now necessary to decide on the nature of work to be done and 
the likely results to be accomplished, if a helping 
relationship is established. There should also be an 
agreement on the goals, the resources to be used, the cost 
and the time scale of the activity. This stage is an 
important phase of the consultancy relationship, during 
which the client evaluates the consultant's competence and 
the consultant tries to demonstrate his competence and value 
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to the client. Although it may seem merely a stage in 
formulating a business contract, in fact it encompasses a 
more important phase of "psychological contract. " (Tranfield 
and Smith, 1979). 
At this stage the client must have a clear idea of the time 
and effort that the consultant will'put into his work, and 
the kind of results and output expected to be produced by 
the expert. 
The consultant will also ensure that the client is made 
aware of the kind of assistance to be provided by the 
client, and with whom in the organisation the consultant 
will expect to collaborate. 
An important issue at this stage is for the consultant to 
verify the client's readiness to change. It is not enough 
simply to be able to diagnose the problem affecting the 
system correctly, or provide firms with logical solutions. A 
consultant may be unable to effect any change if there is 
not a desire and commitment to change in the client system. 
Clearly the issue of readiness is a thorny one, but such a 
difficulty should not prevent an external expert from 
addressing it. 
The end of the contracting stage indicates that the two 
parties, client and consultant, have mutually agreed on the 
problem itself, and both are committed to solving it. The 
joint understanding of the problem, and determination in its 
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resolution should be the major objective at this stage. 
Lippitt and Lippitt (1986) believe that although an internal 
expert may be more aware of the needs and resources of the 
organisation, an external expert is probably capable of 
provoking a broader outlook and helping a firm to achieve 
higher objectives. 
5.5.3 IDENTIFYING PROBLEMS THROUGH DIAGNOSTIC ANALYSIS 
The next stage is diagnosis. Although a preliminary 
diagnosis needed to be done in the previous stage, it is now 
necessary for the consultant to' get involved in a thorough 
diagnosis in order to prepare a plan and define the 
necessary actions required for its implementation. 
At this stage it is necessary to. understand which forces at 
work in the organisation support, and which block, the 
achievement of the current or projected goals. Spier (1973) 
based on Kurt Lewin's 'Force Field Analysis' developed a 
force-field diagnosis model. This model helps to identify 
the factors that are helping towards achievement of the 
goals, and those prohibiting the realization of them. This 
method of analysis, as suggested by Lippitt and Lippitt 
(1986), can be used in any of the following situations: when 
considering the current goals, when proposing the projected 
goals and when suggesting the steps to be taken in order to 
achieve proposed goals. By so doing, the consultant can 
understand what factors will impede the realization of 
certain objectives, and gains plenty of data for planning 
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effectively (Figure 5.2). The 'driving forces' and the 
'restraining forces' may have a psychological origin, due to 
established norms, or they may be dictated by the 
environment. By realising what they are and how they 
originated, it is possible to plan effectively. 
Although the internal expert is more aware of what kind of 
diagnostic data are available in the organisation and is in 
a better position to solicit collection of the appropriate 
data, the external consultant also requires new and 
unexplored data and will often use new techniques. 
5.5.4 SETTING GOALS AND PLANNING FOR ACTION 
A thorough diagnosis at the previous stage prepares the way 
for the establishment of appropriate goals and the 
preparation of an action plan. At this stage, two objectives 
must be achieved: the establishment of meaningful goals and 
objectives, and the steps to be taken to attain them. 
The diagnosis stage identifies where the organisation 
currently stands and what the operating problems are. The 
next stage is to cause the client to look ahead. Lippitt and 
Lippitt (1986, p. 26) talking from the consultant's point of 
view explain the task at this stage as: 
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131 
Typically, when we arrive at this stage, looking ahead 
is aided by surveys of what is wanted and needed by 
those we serve, the pains and the problems we are 
experiencing, the prediction of what things are going 
to be like, and our own values - what we would most 
like to see develop from possible alternatives for the 
future. To set meaningful goals, both the consultant 
and the client must have a clear idea of a preferred 
and feasible future. 
At this stage alternatives should be explored and the 
consequences of each action estimated. Care should also be 
taken to include in the plan, mechanisms that permit the 
feedback of results. 
The plan of action comprises the defining of clear steps for 
the attainment of the goals. This should be done in such a 
way that their successful completion gives clear signals to 
the group implementing them that they are on the right 
track. In this way the group. is motivated to continue with 
the implementation of the plan. 
5.5.5 TAKING ACTION AND CYCLING FEEDBACK 
Once the goals are defined and the actions to be taken to 
achieve the goals are identified, the implementation stage 
starts. It is important for the consultant to verify if the 
skills to implement the plan exist in the organisation, and 
if not, to develop them. Failure to consider this will 
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greatly reduce the possibility of implementing the plan. It 
should be also possible to identify the effect of each step 
and the consequent change, even if small. The sense of 
realisation and successful completion of each step brings 
the needed motivation to persevere with the plan. Evaluation 
of the effects of each incremental step also permits the 
introduction of adjustments where necessary. Assessment and 
evaluation of the plan can be seen as a new and stimulating 
diagnosis in many circumstances and can constitute the basis 
for additional planning activities further in future. 
Sometimes it is necessary for the consultant to coordinate 
different activities. 
5.5.6 CONTRACT COMPLETION: CONTINUITY, SUPPORT AND 
TERMINATION. 
The last phase of the consultancy process is the 
consultant's withdrawal from the client system, at which 
stage care must be taken to ensure that the change process 
will continue after the consultant's departure. The success 
of the consultancy process is much related to its successful 
termination, and this implies the efficient continuation of 
the change process by the' client, independent of the 
consultant. It is also necessary for the external agent to 
plan a programme of support and control once he has left the 
system. Lippitt and Lippitt (1986, p. 34) explain the plan 
for terminating a consultancy as follows: 
A professional responsibility and goal of most 
consultants is to become progressively unnecessary. 
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Consultants design for this in various ways, 
including: 
Training an insider to take over the functions 
initiated by the consultant; 
Setting a series of dates for decreasing the budget 
and the involvement of the consultant; 
Having a termination celebration for the final product 
of a collaborative effort, such as a publication; and 
Establishing a minimal periodic maintenance plan, such 
as an annual review session. 
Any long-term and continuous change in client system 
requires a full consideration of this stage. Failure to 
properly address this phase of consultancy will produce only 
temporary and short term changes in an organisation. 
5.6 SUMMARY 
As the objective of this study is to look at the impact of 
marketing consultancy, it is necessary to review the issue 
of consultancy and the role of external expert in some 
detail. Therefore, in this chapter a number of issues 
related to this topic were reviewed. 
It was argued that consultants can help firms to understand 
and cope with environmental changes. The role of consultancy 
as a "transitional object" was looked at and its importance 
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discussed. Reasons for a firm to contact a consultant were 
reviewed and the consultancy relationship defined. The 
situational differences of internal and external consultants 
were listed. 
Prescriptive intervention was described and its problems and 
shortcomings explained. It was argued that the traditional 
attitude (prescriptive intervention) towards the role of the 
consultant has now changed and a more process-orientated 
consultancy is taking place. The objective of the consultant 
is to help the client improve understanding and competence 
for on-going change and development. There is a longer-term 
"process" conception of change and an interest in the 
enhancement of the future capabilities of the client firm. 
It was also argued that there is a relationship between the 
depth of intervention and the need to gather information 
which tends to increase with the depth. 
Finally the phases of the consulting process was reviewed 
and the functioning and importance of each phase explained. 
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CHAPTER SIX THE RELATIONSHIP OF THE SUPPORT FOR MARKETING 
SCHEME WITH THE REVIEWED LITERATURE. 
The SFM scheme provides a company with a marketing 
consultant who is commissioned to prepare a strategic 
marketing plan. In the previous chapters the literature 
relating to strategic planning, planning process and 
consultancy issues was reviewed. The object of this chapter 
is to observe the relationship between the SFM scheme and 
what is being advocated in the literature. 
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6.1 THE SUPPORT FOR MARKETING SCHEME AND THE APPROACHES TO 
STRATEGIC PLANNING 
In Chapter Two the approaches to strategic planning were 
discussed. It is necessary now to discuss the relationship 
of the Support for Marketing scheme with these approaches or 
models. 
In theory, the intervention of the Support for Marketing 
scheme can be seen as a rational analytic approach. The 
consultant (the external expert) assigned to the firm is 
responsible for the development of a strategic marketing 
plan. One outcome of the exercise is the report or plan 
prepared for the firm by the consultant. To produce the 
plan, generally speaking the 'expert' will use the 
prescribed methodology. If the plan is the only output, then 
the only way to evaluate the impact of the scheme would be 
to assess the degree of implementation of the plan, but in 
practice, more is involved. The process of planning in 
itself has a strong impact on the firm. Two levels of 
interaction take place: one is related to that between the 
senior industrialist and the firm, and the other to that 
between the consultant and the firm. It is necessary to look 
at these processes of interaction and draw parallels with 
the "client-system" approach. To do so, frequent references 
will be made to Archibald (1970) who describes clearly the 
client-system approach and indicates where it differs from 
others. 
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As previously mentioned (Chapter One), the client firm is 
briefed on how to manage the consultant. Once the client is 
furnished with this information, the consultant has to work 
with the client firm to agree on the terms of reference. 
This process of mutual agreement falls very clearly into the 
"client-system" approach (p. 82): 
Analysts need to pay attention to the feasibility of a 
policy alternative at operating levels as well as to 
its acceptability at decision-making levels. 
The consultant, in close relationship with the client, will 
then produce a plan. This conforms exactly with the approach 
taken in the client-system approach (p. 79): 
His (the expert's) objective is to enter into a 
collaborative relationship with a 'client-system' and 
produce 'planned change' in that client-system. 
It is essential that once a report or plan is prepared, it 
is acceptable to the client. Failure to gain acceptance 
means it is unlikely to be implemented. Given approval of 
the plan, it is likely to have the effect claimed in the 
client-system approach (p. 82): 
The clinical approach would add to current interests 
in potential effectiveness and political feasibility 
(Quade and Boucher, 1968), a focus on organisational 
change which would facilitate the use of analysis and 
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increase in the likelihood of programs being executed 
in a manner consistent with their purposes. 
Thus the main and real effect can be seen as an increase in 
the level of comprehension by the client firm. The argument 
that the planning process has an important effect on 
learning how to plan has been also advocated by Michael 
(1973). In discussing the topic of long-range social 
planning, which he believed is also applicable to 
corporations, he commented (p. 16): 
Long-range social planning (lrsp) is a societal 
process for learning how to do long-range social 
planning. 
The interaction of client with consultant and the client's 
involvement in the planning process thus constitute a 
learning experience for "learning how to do planning". The 
client firms will be capable of understanding their 
problems, and will be able to use the experts (internal or 
external) as necessary to solve them. As Drucker (1954) 
pointed out, "the most common source of mistakes in 
management decisions is the emphasis on finding the right 
answer rather than the right question". If the experience 
helps firms to understand the true nature of their problems, 
then solving them will be easier, in the same way that a 
physician needs first to diagnose a patient's condition in 
order to prescribe an effective remedy. The client firms 
will learn when to use the experts and how to use them more 
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effectively. This process then will improve the firm's 
performance (Archibald, 1970 p. 81): 
The strength of the clinical approach lies in its 
understanding of the dynamics of organisational 
change; its promise, in its quest to improve the 
functioning of organisations. 
Archibald (1970) argued that the effectiveness of approaches 
would be strengthened if they were linked with one another. 
The possibility of interaction and integration is more 
feasible when the clinical and rational analytic approaches 
are taken together. 
What is happening in the case of the SFM scheme is the 
interaction of the three approaches, and in particular the 
clinical and rational analytic approaches. Most of the firms 
already were in an "adaptive mode" or "entrepreneurial mode" 
of management (Mintzberg, 1973) which falls into the 
category of the political behavioural approach. With the use 
of the Support for Marketing scheme, and particularly the 
way it functions, the other two approaches are implemented. 
As mentioned before (Chapter one), the process used by the 
scheme to allocate a consultant to the firm is such that 
unless the analyst (expert) takes a clinical view towards 
his client, there is little chance of the client utilising 
the services of a consultant, or implementing the 
recommendations contained in the marketing plan. 
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Relating the approach adopted by the Support for Marketing 
scheme to the breadth of planning (discussed in section 
2.4), it is evident that the scheme considers the strategic 
issue as general, that is, contemplating the whole business, 
and the planning process as unique or ad-hoc (Table 6.1). 
The unique nature of the process is established by the fact 
that the consultant is engaged for one single job. The 
generic nature of strategic issues is apparent from the 
instructions given by the scheme to the consultant in the 
"subject brief for consultant", in which one of the items 
is: 
To prepare an overall marketing strategy which .... (An internal document of the 
Support for Marketing Scheme). 
Ideally the scheme hopes that the planning process will be a 
routine activity for the firm which will then regularly 
develop a plan, using internal or external resources. 
Before the intervention of the scheme, most firms were in 
the second column of the matrix (see Table 6.1). They did 
not have a strategic plan and their routine plans, where 
they existed, were mere forecasts. This exercise has taken 
the firms to the first column of the matrix, hoping ideally 
to place them in cell (i), where marketing planning will be 
a routine activity. 
141 









ROUTINE MARKETING PLAN CAPITAL BUDGETING 
(I) (II) 
AD-HOC EXTERNAL/INTERNAL STUDY GROUP 
CONSULTANTS' REPORT 
(III) (IV) 
(Adapted from Weitz and Wensley, 1988) 
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6.2 EVALUATING THE EFFECTIVENESS OF THE SUPPORT FOR 
MARKETING SCHEME 
In Chapter Three the general approaches to defining 
effectiveness in planning were reviewed. Although these 
approaches could be used for the Support for Marketing 
scheme, nevertheless their use would present some of the 
problems discussed earlier. One possible way is to see how 
much of the plan has been implemented. A major problem in 
planning has always been its implementation and many reasons 
have been given for not carrying it through. Feasibility of 
implementation is considered to be one reason (Archibald, 
1970). Recommendations that are seen as not feasible are not 
implemented. Implementation is greatly related to 
acceptability, which depends on the attitude of the expert 
towards the client. As Archibald (1970) argued, it is 
useless for the expert to say to the client "I told you so" 
or to claim "But they didn't do it right" when the expert's 
recommendations are rejected or not implemented. There is no 
value to a plan if it is not. accepted. As the clinical 
approach suggests, the expert's role counts for nothing if 
the client-system does not accept the proposed changes. The 
job of the expert is to overcome the resistance of the 
organisation, as suggested by Archibald (1970 p. 79): 
If the client-system does not accept the changes 
recommended, the clinical expert tends to assume he 
didn't do a good enough job in getting the system over 
its resistances or that he couldn't do a good enough 
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job because of structural constraints imposed on the 
organisation. 
The effectiveness of the marketing planning provided by the 
Support for Marketing scheme could be measured through an 
alternative approach: to see how effective the process was 
in overcoming the internal resistance towards planning in 
the firm and how helpful it was in fostering the value of 
planning to the firms. Archibald (1970) argued that the 
underlying ideal of the clinical approach is the "turned-on" 
group. If the experience has left a "turned-on group" which 
is conscious of the benefits of planning and is enthusiastic 
enough to get the full benefit of it, then the marketing 
planning has been effective. 
6.3 THE SFM SCHEME AND STRATEGIC MARKETING PLANNING 
The objective of the SFM scheme in providing firms with a 
strategic marketing plan is the wider use and practice of 
marketing planning within companies. It is assumed that this 
will contribute to better performance of small/medium sized 
firms (Chapter One). This objective is consistent with the 
claimed benefits of strategic marketing planning, in the 
literature (Chapter Four). 
In Chapter Four the elements of a marketing plan and the 
steps or stages involved in its preparation, as suggested by 
the literature, were reviewed. It is useful to see how the 
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methodology adopted by the SFM scheme is related to that 
suggested in the literature. 
To prepare the strategic marketing plan, the individual 
consultant is free to choose any approach or methodology. As 
mentioned in Chapter One, the SFM scheme uses an internal 
evaluation system to appraise the marketing plan prepared by 
the external expert. Although there are no set rules imposed 
by the SFM scheme on consultants, nevertheless they are 
expected to have addressed the following issues in their 
final marketing plan document (Appendix 1.4): 
Appraisal of historic/current sales performance. 
Identification of principal competitors 




Strategic option analysis 
Action plan 
A comparison of the issues the SFM scheme expects to be 
covered in the marketing plan document, and the marketing 
planning process suggested by Hopkins (1981) or McDonald 
(1989), shows many similarities (see Chapter Four). Thus the 
evaluation procedure adopted in practice by the SFM scheme 
for the appraisal of a strategic marketing plan conforms to 
the general approach in marketing planning. 
145 
6.4 THE SUPPORT FOR MARKETING SCHEME AND THE PHASES 
INVOLVED IN CONSULTANCY 
In Chapter Five, the phases of a consultancy process, as 
suggested by the literature, were discussed. Comparison of 
these phases and the process of selection and assignment of 
a consultant within the SFM scheme, shows similarities 
between the two processes. 
The first step in the consultancy process is 'engaging in 
the initial contact and entry'. Contact between client and 
consultant can be initiated by either side or by a third 
party. In the case of the SFM scheme the same process takes 
place. After a company has been accepted for the project, a 
consultant is allocated, chosen either by the firm or the 
SFM scheme (Chapter One). The second step in consultancy is 
'formulating a contract and establishing a helping 
relationship'. Agreement on the terms of reference is 
related to this stage. Once the terms of reference are 
evaluated by the SFM scheme, the consultant is commissioned 
to prepare the strategic marketing plan. 
6.5 SUMMARY 
In this chapter the relationship of the SFM scheme to the 
literature was reviewed. In theory, the intervention of the 
Support for Marketing scheme can be seen as a rational 
analytic approach. In this view the outcome of the exercise 
is the plan document. If the plan is the only output, then 
the only way to evaluate the impact of the scheme is to 
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assess the degree of implementation of the recommendations 
contained in the plan. 
It is argued that this is a limited view and in practice 
more is involved. The process of planning in itself has a 
strong impact on the firm, and the interaction of client 
with consultant, and the client's involvement in the 
planning process, constitute a learning experience for 
"learning how to do planning". The process of interaction 
between the firm and the external experts is closely related 
to the "client-system" approach. In this view, the main and 
real effect can be seen as an increase in comprehension on 
the part of the client firm. 
Relating the approach adopted by the Support for Marketing 
scheme to the breadth of planning, the scheme considers the 
strategic issue as general, that is, contemplating the whole 
business, and the planning process as unique or ad-hoc. 
Ideally the scheme hopes that the planning process will be a 
routine activity for the firm which will then regularly 
develop a plan, using internal or external resources. 
The effectiveness of the marketing planning provided by the 
Support for Marketing scheme will be looked at from the 
point of view of deciding how effective the process has been 
in overcoming internal resistance towards planning and how 
helpful it has been in fostering the value of planning to 
firms. 
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A comparison of the issues which the SFM scheme expects the 
marketing plan document to cover, and the marketing planning 
process suggested by Hopkins (1981) or McDonald (1989), 
shows that they are quite similar. Thus the evaluation 
procedure adopted in practice by the SFM scheme for the 
appraisal of a strategic marketing plan conforms to the 
general approach in marketing planning 
Finally, the relationship of the SFM scheme to the 
consultancy literature was reviewed. Comparison of the 
phases involved in a consultancy process, and the process of 
selection and allocation of a consultant within the SFM 
scheme, highlights similarities between the two. 
148 
CHAPTER SEVEN THE RESEARCH METHODOLOGY 
This chapter looks at the research methodology. The 
literature reviewed in chapters two to five and the field 
research, permit the development of a number of hypotheses. 
The objective of this chapter is to identify these 
hypotheses and to review the methodology adopted for this 
study. The respondent profile will be also analysed. 
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7.1 METHODOLOGY 
The research was conducted in stages, as follows: 
1. To explore the subject initially, a preliminary interview 
with the director of the SFM scheme at the University of 
Warwick took place. Then, a number, of files consisting of 
the senior industrialist initial and final reports, the 
terms of reference and the consultant report were studied. 
The interview and study of the files helped familiarize the 
researcher with the scheme and its operation. Based on this 
study and interview a semi-structured questionnaire was 
prepared. 
2. Using the semi-structured questionnaire, six in-depth 
interviews with managing directors of the firms were 
performed. The objective of these interviews was to ensure 
that all essential issues were being addressed. Firms wereü 
selected from different sectors of industry and were of 
varying sizes 
3. In order to make an effective analysis of the scheme and 
to make sure that all important issues were being 
considered, it was also useful to solicit views of 
individuals not only from within firms using the scheme, but 
also the people actually involved in the SFM scheme itself. 
For this reason, additional interviews were conducted with 
the co-ordinator of the scheme at the University of Warwick. 
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Two meetings also took place with the resident senior 
industrialist at the University of Warwick. 
4. -The design of the questionnaire incorporated information 
gained in stages one to three above. Subsequently the 
questionnaire was tested on three other firms of varying 
sizes, from different sectors of industry. 
5. The questionnaire was used for a survey on a larger 
scale. The final stage of information gathering involved 
sending the questionnaire to all those firms that had 
completed the project at that time, that is, all the firms 
that were already in possession of a consultant's report. A 
total of 248 firms qualified for inclusion in the survey, 
and each was thus sent a questionnaire. 
The response rate was initially 30.6%, increasing, following 
a second letter, to 38.7% (total number of respondents was 
96). Copies of the covering letters and questionnaire are 
exhibited in Appendices 7.1 and 7.2. 
Firms were asked to respond to the letter even if they were 
not prepared to take part in the survey. In addition to the 
38.7% completed questionnaires, more responses were 
received: 
19 firms (20% of the sample) did not express an opinion. 
1 firm (1% of the sample) expressed a negative attitude. 
13 firms (14% of the sample) expressed a positive attitude. 
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Desk research was also conducted to obtain extra 
information, such as the number of years firms had been 
trading, the ownership of the company, whether the firm was 
private or public and its industrial classification. Through 
the desk research it was also possible to obtain the senior 
industrialist's assessment of the firm at the beginning of 
the project and after its completion. Appendix 7.3 lists the 
sort of information gathered through the desk research. 
This information is incorporated in the overall quantitative 
analysis of the impact of the scheme. 
7.2 HYPOTHESES 
From the reviewed. literature, the study of files and the 
preliminary interviews, the following hypotheses emerged: 
1. Most small firms either have no planning process or a 
very primitive form of planning. 
2. Generally in small firms, managers' perception is that 
formal planning is taking place but in reality there is 
no plan. Forecasting and financial projections are 
confused with planning. 
3. Marketing planning is practised less than business 
planning in firms. As the literature suggests, generally 
firms tend to prepare and use a business plan prior to 
using a marketing plan. 
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4. As the size of a firm (number of employees and/or 
turnover) increases, so does the practice of marketing 
planning. Delegation of marketing responsibilities to 
marketing managers is also related to the size of a firm. 
5. The value of the Support for Marketing scheme and 
marketing planning is greatly related to the operation of 
the SFM scheme and the performance of the consultant and 
the way he can influence the client firm. 
6. The marketing consultant can have an important role in 
fostering strategic orientation and marketing awareness 
among managers of small firms. 
7. The implementation of the consultant's recommendations is 
affected by the degree of satisfaction with the Support 
for Marketing scheme and/or consultant. Satisfaction with 
the external expert can positively influence the results 
achieved by a firm. 
8. The experience gained from working with the Support for 
Marketing scheme improves marketing understanding and 
knowledgeability of the firm in general and particularly 
of those directly involved in working with the scheme. 
9. Firms will find the Support for Marketing scheme, and 
consequently marketing planning, useful and of value if 
the scheme contributes to their marketing awareness and 
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improves their understanding of strategic marketing 
issues. 
10. Experience and consequently learning, will increase the 
possibility of the implementation of the recommendations 
contained in the marketing plan. 
11. Increase in knowledgeability of strategic marketing 
issues will be related to the installation of 
organisational and administrative mechanisms which are a 
necessary condition for the effective implementation of 
a strategic plan (Ames, 1970). 
12. Increased marketing awareness and knowledgeability will 
cause firms to realise the importance of marketing 
planning, and to use it further in the future. 
13. Firms with previous experience of planning tend to gain 
more strategic understanding with the application of 
Support for Marketing. 
14. The value of the SFM scheme is judged in terms of its 
contribution to performance. 
15. The contribution of the SFM scheme to the performance of 
a firm is influenced by the degree of implementation of 
the recommendations offered by the external expert. 
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7.3 RESPONDENT PROFILE 
The questionnaires were directed to the person in contact 
with both the SFM scheme and the consultant during the whole 
project, which in most cases was the managing director of 
the firm. Figure 7.1 shows the position of the respondents. 
Managing directors, together with owners and marketing 
directors, form over 86% of the responses. 
As to the industrial classification, due to the particular 
nature of industry in the area where the sample was obtained 
(Midlands and South West), firms were mainly in engineering 
and manufacturing. Table 7.1 shows the Industrial 
Classification of the firms in the sample. 
Although firms with up to 500 employees were eligible to 
apply for the SFM scheme, most were relatively small. As 
Figure 7.2 shows, over 78% of the firms had less than 50 
employees. 
Figure 7.3 shows the turnover of the firms in the sample. 
Nearly 40% of the firms had turnover between £250,000 and 
£1,000,000 and over 90% of them had turnover less than 
£5,000,000. 
Almost 73% of firms were 'family-owned' or owned by their 
directors, and most were private companies as shown in 
Figures 7.4 and 7.5. 
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Many of the firms that used the SFM scheme had been in 
business for a long time. As Figure 7.6 shows, over 50% had 
been in business for longer than ten years. 
Firms in the sample were doing business with different 
customer groups, but were not engaged in selling directly to 
the consumer. The largest customer type was the industrial 
goods manufacturer. Table 7.2 shows the customer types. 





Agriculture, forestry and fishing 1.2 
Manufacture of metals and chemicals 7.3 
Metal goods, engineering and vehicles 37.8 
Other manufacturing industries 25.6 
Construction 1.2 
Distribution, hotels and catering 8.5 
Transport and communication 3.7 
Banking, finance, insurance, business 13.4 
Missing 1.2 
Total 100.00 
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Table 7.3 summarizes generic characteristics of the sample. 
Firms in the sample had an average turnover of less than 
five million pounds, with most of the firms having less than 
fifty employees. Firms were mainly in engineering and 
manufacturing and generally were private, family-owned or 
owned by directors. 
As to the general characteristics of firms that used the SFM 
scheme, the following information was furnished by the 
headquarters of the SFM scheme at the University of Warwick: 
the average company was a manufacturing company in the 
industrial business sector, with 45 employees and a turnover 
between £1,500,000 and £2,000,000. 
Comparing the characteristics of all the firms that 
benefited from the SFM scheme with the sample obtained in 
this research, it is possible to conclude that the sample is 
a satisfactory representation of the population. 
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Table 7.2 Customer types 






Retail/Wholesale 44 28.8 45.8 
Services 32 20.9 33.3 
Consumer goods manufacturer 25 16.3 26.0 
Industrial goods manufacturer 50 32.7 52.1 
Others 2 1.3 2.1 
Total 153 100.00 159.4 
Table 7.3 General characteristics of firms in the sample 
Most of the firms had a turnover <£5 million 
Number of employees < one hundred 
Mainly engineering and manufacturing companies 
Private companies 
Family owned or owned by the directors 
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7.4 THE DATA ANALYSIS 
To analyse the data the Statistical Package for the Social 
Sciences (SPSS-X User's Guide, 2nd Edition, 1986) was used. 
Initially, the analysis consisted of the use of more basic 
statistical procedures such as frequency counts and cross- 
tabulation tables. Later, more complex statistical 
procedures were used. The techniques involved factor 
analysis (Harman, 1967; Wells and Sheth, 1971; Afifi and 
Clark, 1984; Kim and Mueller, 1978), hierarchical log-linear 
and logit models (Bishop, Fienberg and Holland, 1975; 
Everitt, 1977; Haberman, 1978; Upton, 1978; Fienberg, 1977; 
Placket, 1981). These techniques will be discussed briefly 
in this chapter and in more detail in Appendices 7.4 and 
7.5. 
7.4.1 FACTOR ANALYSIS 
One of the statistical techniques used in this study for 
analysis of the data is factor analysis, which has been 
widely advocated and used in social studies. 
Factor analysis is a multivariate statistical technique 
which is used to determine the relationships among a total 
set of interacting variables. Through the study of 
interrelationships among a total set of observed variables, 
a set of descriptive concepts capable of summarising these 
relationships is determined. Thus the main characteristic of 
factor analysis is its data-reduction capability, that is, a 
set of observed variables is rearranged into a smaller set 
163 
of categories called factors. As stated by Kim and Mueller 
(1978, p. 9) the technique has the capability : 
To represent a set of variables in terms of a smaller 
number of hypothetical variables. 
The same idea is explained by Gorsuch (1974, p. 2) as: 
Usually the aim is to summarise the interrelationships 
among the variables in a concise but accurate manner 
as an aid in conceptualization. 
Many uses have been attributed to this technique. Wells and 
Sheth (1971) mention the following uses: factor analysis can 
be used to define factors or dimensions that can explain 
relationships among observed variables. It makes evident the 
relationships among variables; it can help to group the 
variables and finally it can be used for the clustering of 
observations. Kim et al (1975), group these uses as 
exploratory uses, confirmatory uses and its use as a 
measuring device. The specific objective of exploratory uses 
is the reduction of data and exploration to establish if 
there is any latent factor or dimension that determines the 
relationship among the variables. The confirmatory purpose 
uses factor analysis to test hypotheses about the number of 
significant factors and factor loadings. As a measuring 
device, factor analysis constructs indices which are used as 
new variables for further analysis. Appendix 7.4 explains 
major features of this technique. 
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7.4.2 LOG-LINEAR MODELS 
7.4.2.1 Contingency Tables 
The data used in this study are qualitative as opposed to 
quantitative. Quantitative data, such as height, length or 
temperature are obtained from the measurement of continuous 
variables. Data in social sciences are rarely of this type, 
and mostly are qualitative, such as categorisation in 
'male', 'female', or 'firms with' or 'without' a marketing 
plan, or indication of the degree of agreement with a 
statement in a Likert scale (Urban and Hauser, 1980). The 
treatment of qualitative data requires other statistical 
techniques, which must therefore be appropriate for such 
analysis. 
Generally, the starting point of the analysis of qualitative 
data is the analysis of "contingency tables", which is also 
referred to in the literature as "category counts", 
"categorical data" or "cross-tabulated data" (Everitt, 1977; 
Fingleton, 1984). The contingency tables are formed when the 
observations are classified - in relation to two or more 
qualitative variables. The data in such a table are 
generally frequencies or counts. 
Generally, the objective is to see whether or not two 
variables in the population are independent of one another. 
If the proportion of variables in each cell is equal, there 
is no relationship between the two variables. If the 
proportion in the cells is very different, there should be 
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some sort of relationship. The proportions might differ from 
each other due to random causes or chance factors occurring 
in the sampling process. The objective is to see if the 
differences are due to random causes or not. If the 
differences are so large that they cannot be attributed to 
random causes, then variables are not independent of one 
another (Fingleton, 1984). 
Cross-classification tables show the frequency of each cell 
and the corresponding percentages. They do not reveal 
anything about the possible relationships of the variables. 
There are a number of ways to see if the variables in a 
contingency table are independent. The chi-square test is 
the simplest (Everitt, 1977; Upton, `1978). It is based on 
the differences between estimated and actual frequencies 
verified in a contingency table. The chi-square test is the 
test for independence. The null hypothesis (Hp) is that the 
two variables are independent ( Appendix 7.5 explains in 
more detail the technique). 
7.4.2.2 Log-linear Models 
Analysis of a two-way classification of a contingency table 
may not prove difficult, but as the numbers of variables are 
increased, so is the difficulty of analysis. With the multi- 
way cross-classification tables, it is not only difficult 
but may prove impossible to assess the potential 
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relationships among the variables by examination of the 
entries of the table. 
A different approach to association between variables is to 
fit models and estimate the parameters in the models 
(Everitt, 1977; Norusis, 1985). Regression analysis and the 
analysis of variance are examples of statistical techniques 
capable of-fitting a model and estimating its parameters. 
The 'analysis of variance' technique tests the effect of 
various factors on a dependent variable. Regression analysis 
verifies what relationship exists between one variable and a 
number of independent variables. Both techniques, although 
extremely useful, are not suitable for categorical data. As 
stated by Norusis (1985, p. 298): 
Neither technique is appropriate for categorical data, 
where the observations are not from populations that 
are normally distributed with constant variance. 
Log-linear models (Fingleton, 1984; Everitt, 1977; Norusis, 
1985; Goodman, 1979a, Clogg, 1982b; Duncan, 1979; Knoke and 
Burke 1980) have been developed for the analysis of 
categorical data. Log-linear models are capable of fitting a 
model and estimating the parameters for it. A model, as 
defined by Everitt (1977, p. 80): 
Refers to some 'theory' or conceptual framework about 
the observations, and the parameters in the model 
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represent the 'effects' that particular variables have 
in determining the values taken by the observations. 
The similarity between log-linear techniques used for 
qualitative data and those used for quantitative data, such 
as analysis of variance, means that the same terminology can 
in many instances be applied to both. Namely, to describe 
the relationship between qualitative variables, the term 
'interaction' is used as an alternative to 'association 
(Everitt, 1977). 
The development of log-linear models was a revolution in the 
analysis of contingency tables and determination of 
relationships among discrete variables, and is based on 
theoretical advances, as discussed by Knoke and Burke (1980, 
p. 7): 
During the past decade, a revolution in contingency 
table analysis has swept through the social sciences, 
casting aside most of the older forms for determining 
relationships among variables measured at discrete 
levels. Through the work of Mosteller, Goodman, 
Bishop, and others, these new techniques have been 
given a solid foundation in theoretical statistics. 
Fingleton (1984, p. 4) also refers to the development of 
contingency table analysis. He argues that the techniques 
related to the analysis of the categorical data are now as 
strong as those for analysing the continuous data: 
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It is no longer true, as it was in the past, that 
contingency table analysis is an under-developed 
science from which only naive conclusions can be 
drawn, in contrast to the sophisticated multivariate 
analysis of continuous data. As a result of the 
considerable advances in the techniques of categorical 
data analysis, ... equally sophisticated analyses of 
either categorical or continuous variables, or both 
together, are now possible. The analyst of relations 
between categorical variables can now isolate the 
interaction between variables after allowing for other 
variables in the same way that the exponent of 
multiple regression can estimate partial regression 
coefficients. 
There are two types of log-linear models, the general log- 
linear models and the logit models (Knoke and Burke; 1980). 
Appendix 7.5 explains in more detail major features of these 
models. 
7.5 SUMMARY 
In this chapter the hypotheses of this study have been 
identified. Some are related to the practice of marketing 
planning within the firms and its relationship to size. A 
number of hypotheses have been developed based on the 
client-system approach to planning. In this approach, the 
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impact of intervention can be evaluated by its capacity to 
increase client knowledgeability and capability. 
The methodology of the research has also been reviewed. This 
consisted of a number of interviews with, and a mailed 
questionnaire sent to the managing directors of firms. It 
also involved desk research to obtain extra information. The 
responses to the mailed questionnaire together with the 
information obtained through"desk research constituted the 
data base for the statistical analysis. The statistical 
techniques used for the analysis of the data are: factor 
analysis, hierarchical log-linear models and logit models. 
The techniques were briefly discussed in this chapter and 
are explained in more detail in Appendices 7.4 and 7.5. 
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CHAPTER EIGHT DISCUSSION OF THE RESULTS 
The underlying rationale for this study was discussed in 
previous chapters. The research results will be presented in 
this chapter and the next. This chapter first delineates 
what the results intend to explain: 
- The situation of firms at the beginning of the project. 
- The process of planning and its evaluation by a firm. 
- The impact and outcome of the exercise. 
Then it looks in detail at the situation of firms before the 
Support for Marketing intervention. Not only the variables 
that describe the situation prior to the intervention are 
considered, but their relationships are also identified. 
The last part of this chapter looks at the variables that 
explain firms, evaluation of the Support for Marketing 
scheme and consultancy process. The relationships among 
these variables are also considered. 
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8.1 INTRODUCTION 
Figure 8.1 delineates what this section intends to explain: 
- The situation of firms at the beginning of the project. ü 
- The process of planning and its evaluation by a firm. 
- The impact and outcome of the exercise. 
A number of variables describe the situation of firms prior 
to the Support for Marketing intervention, such as: the 
level of marketing practised, who was responsible for 
marketing activities, and the size of the companies. The 
relationships among these variables will be considered. 
The planning process looks at interaction between the firm 
and external experts - the senior industrialist and the 
marketing consultant. In this section the firm's view of the 
external experts' role and impact, and the functioning of 
the Support for Marketing scheme will be reviewed. 
There are two alternative outcomes of the process, based on 
the approaches taken: 
i) In the traditional view the expert will use his 
specialised expertise and knowledge to prepare the plan and 
formulate recommendations for the client to implement. As 
discussed earlier, the assumption is that the client does 
not have the necessary knowledge or objectivity to 
understand what his problems are, and as such is unable to 
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take any corrective action. As Figure 8.2 shows, two 
processes take place, rather hierarchically and somewhat 
independently of one-another. First is the formulation of a 
plan by the expert and his control of its implementation. 
Second is the process of implementation of the plan by the 
firm, in that the plan as a finished product is given to the 
firm to be used and implemented. In this context, the 
outcome of the intervention is a plan document containing a 
number of recommendations. It would be expected that as a 
result of implementation of the recommendations contained in 
the plan, improved performance would occur. Improved 
performance then would encourage further use of marketing 
planning by the firm in the future. 
ii) The other model is based on the clinical approach 
proposed by Archibald (1970), where the expert interacts 
closely with the client firm. It is based on a dynamic 
relationship with the organisation, and the objective of the 
consultant is to help improve client understanding and 
competencies. In this approach, the process of planning and 
interaction with the expert increases the knowledgeability 
of marketing within the firms. The increased 
knowledgeability will encourage firms to implement the 
recommendations and utilise marketing planning in the future 
(Figure 8.3). This view is closely analogous to the role of 
knowledgeability in adoption. The importance of 
knowledgeability as a prerequisite to adoption is well 
documented in the general literature on innovation (Figure 
8.4). Different models of adoption suggest that awareness 
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Figure 8.2 The process and outcome of the intervention in 















Figure 8.3 The process and outcome of the intervention in 
the clinical approach. 
INTERACTION BETWEEN THE 
CONSULTANT AND CLIENT 
INCREASED II PLAN 




FURTHER USE OF PLANNING 
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Figure 8.4 Process of adoption 
I- AWARENESS INTEREST DESIRE ACTION 
(Strong, 1925) 
II - UNAWARE AWARE KNOWLEDGE LIKING 
PREFERENCE CONVICTION PURCHASE 
(Lavidge and Steiner, 1961) 
III - AWARENESS INTENT SEARCH TRIAL 
REPEAT 
(Urban and Hauser, 1980) 




and knowledge are indispensable steps in the process of 
adoption. 
The relationships of the support for Marketing scheme with 
different planning approaches were discussed previously 
(Chapter Six) where mention was made of similarities between 
the operation of the scheme and the clinical approach to 
planning. Consequently the emphasis of this thesis will be 
on the clinical approach, which looks at the impact of the 
planning process on client capability. 
It is essential, however, to note that the main and ultimate 
objective of Support for Marketing intervention or any 
intervention of this nature is sustained improved 
performance. Although, as argued above, the impact of the 
scheme on knowledgeability will be assessed and forms an 
important part of this study, nevertheless it must be 
remembered that the impact on performance of the firms, and 
the consequent value of the SFM scheme to the firm, are the 
final objectives. But the question is whether or not all 
firms benefit from the SFM intervention in the same way, and 
if not, what classification variables best differentiate 
those who gain more from the intervention from those who 
fail to benefit. To answer these questions, two 
classification variables could be considered: 
characteristics of the firms, and characteristics of the 
process. 
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Variables concerning the firms' characteristics, such as 
existence of business and marketing planning at the 
beginning of the project, the allocation of marketing 
responsibility within firms, size of the firms in terms of 
turnover and number of employees, and number of years firms 
have been in the business will be considered. The objective 
is to see if the benefits a firm 'received from the SFM 
intervention in terms of knowledgeability, value, 
performance and further use of planning are related to the 
firm's characteristics. 
Benefits achieved by the firm may be related not so much to 
the attributes of the firm as to the characteristics of the 
process, i. e., how the scheme functions, how the senior 
industrialist accomplishes his function and how the 
consultant performs. The relationship of these variables 
with, knowledgeability, value, performance and further use 
of planning needs to be assessed as well. 
This study, therefore, assesses the relationship of the key 
variables with i) the characteristics of the firm and ii) 
the operation of the intervention. Generally speaking three 
levels of analysis have been employed: 
First, a number of cross-tabulation tables were run and the 
chi-square test of independence was used to see, in a 
primary stage of analysis, what relationships exist among 
variables. 
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The second stage of analysis consisted of the use of the 
hierarchical log-linear models to verify the interaction 
among variables. As these models only verify the interaction 
and do not give clear indications of the direction of 
relationships, a third level of analysis was considered. 
At the third level of analysis, either the linear-by-linear 
association model for ordinal data or logit models were 
used. Both techniques indicate the nature of the 
relationship between variables, that is, if the relationship 
is positive or negative (Appendix 7.5). 
8.2 SITUATION BEFORE INTERVENTION 
To assess the position of the firms before the intervention 
two sources were used: 
1. The responses obtained through the survey and 
2. The evaluation of the senior industrialist who visited 
the firm, through desk research. 
8.2.1 PRACTICE OF MARKETING PLANNING AND BUSINESS PLANNING 
Firms were asked to state how they classified the overall 
marketing planning activity of their firm at the beginning 
of the project, using a scale of 1 to 5, where 1 indicated 
"a well defined up-dated marketing plan" and 5 suggested 
that "no marketing plan of any sort existed" (Question 1.7 
of Appendix 7.2). 
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Results of this study confirm that the practice of marketing 
planning in small firms is very limited. While from the 
firm's point of view only 14.6% admitted that they had no 
plan at all, the senior industrialist's report testifies 
that about 69% of them were lacking any marketing plan at 
all. 
This is an interesting result as to a certain degree it 
confirms the findings of Greenley (1983-b) and McDonald 
(1982-a). McDonald found that only 10% of the sample he 
studied was practising marketing planning in full, while 
Greenley found a higher incidence of about 25%. Their 
results, in connection with the practice of marketing 
planning as claimed by firms, are similar and far higher. 
Both studies indicate that nearly 70% of the firms claim 
such practice (Table 8.1). 
The prescriptive literature (Higgins, 1980; Hussey, 1979; 
Jain 1981; O'Shaughnessy, 1988) suggests that the 
preparation of a business plan comes before that of a 
marketing plan. This contrasts with the results reported by 
Greenley (1983-b), who found that 67% of the firms with both 
a corporate plan and a marketing plan prepared the marketing 
plan first. In this study, the incidence of business 
planning was significantly higher than that of marketing 
planning. While in the firm's view about 46% of the sample 
had a business plan, only 10% of the firms had a full 
marketing plan. From the senior industrialist's point of 
view the same tendency is confirmed. In only it of cases, 
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firms believed that they had a marketing plan without having 
a business plan, although the senior industrialist found no 
firm with a marketing plan and no business plan (Table 8.2) 









NO PLAN (score 5) 14.6% 68.9% 
SOME (scores 3 and 4) 75.0% 23.3% 
PLAN (scores 1 and 2) 10.4% 7.8% 
FIRM'S "REAL 
VIEW INCIDENCE" 
McDonald 70.0% 10.0% 
Greenley 70.0% 25.0% 





MARKETING PLAN 10.4% (N=96) 8.0% (N=90) 
BUSINESS PLAN 45.8% (N=95) 39.6% (N=95) 




8.2.2 RELATIONSHIP BETWEEN MARKETING PLANNING AND BUSINESS 
PLANNING 
The relationship between the practice of marketing planning 
and business planning has been studied. As would be 
expected, and as suggested by the literature, the business 
and marketing plan were related to one another. The log- 
linear model identifies that there is an interaction between 
the level of marketing practised and the existence of a 
business plan within a firm. Evidence for this is based on 
the results of the survey and is supported by the senior 
industrialist's view. 
A) Firms' point of view 
Firms were asked to respond if they had a generic strategic 
plan. The hierarchical log-linear model was used to examine 
the relationship of this variable with the marketing 
planning variable. Table 8.3 shows the chi-square and 
probability values for this model: 
Table 8.3 Tests that K-way effects are zero for marketing 
and business planning variables, from firms$ 
point of view. 
Tests that K-way effects are zero. 
K L. R. Chisq PROB . DF 
1 27.789 0.0000 3 
2 14.393 0.0007 2 
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It should be noted that the null hypothesis indicates that 
there is no effect, i. e., the K order effect is zero. In 
this case the hypothesis that first and second order effects 
are zero is rejected. Since the two way interaction has a 
significance level less than 0.05, it indicates that there 
is a relationship between the two variables. 
The result shows that there is an interaction between 
business and marketing planning. It is now necessary to 
determine the nature of the interaction to see if there is a 
positive or negative interaction between the two variables. 
To do so, as discussed earlier, either the logit model or 
the linear-by-linear association model for ordinal data can 
be used. For the logit model the dependent variable has to 
be dichotomous. In this case there is a need for 
amalgamation of the variables, which is possible by grouping 
the responses into two categories: those with some marketing 
planning activities (to include the responses 1,2, and 3), 
and those with no marketing planning activities (including 
responses 4 and 5). The following result is then obtained 
(Table 8.4): 
Table 8.4 The parameter estimate for the SCORE17 (Marketing 
Planning) by GSP15 (Business Planning) 
interaction based on firm's point of view. 
SCORE17 BY GSP15 
Parameter Coeff. Std. Err. Z-Value 
2 0.403 0.11 3.60 
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The positive coefficient for the interaction term in a logit 
model indicates a positive relationship between the two 
variables. A 'Z value' bigger than 1.96 indicates that the 
coefficient is significant. Therefore, by using the logit 
model, it is possible to verify the nature of interaction, 
which in this case is positive. 
The relationship between the variables can be determined, 
however, without having to amalgamate them, using the models 
for the ordinal data. As discussed in Appendix 7.5, one of 
these models, the linear-by-linear association model for 
ordinal data, produces a coefficient, called n, which shows 
the nature of relationships. In this case the following 
result is obtained (Table 8.5): 
Table 8.5 The n parameter and goodness-of-fit test 
statistics for marketing and business planning, 
from firms' point of view. 
Parameter Coeff. Std. Err. 
n 1.17 0.36 
Z-Value 
3.26 
Goodness-of-Fit test statistics 
Likelihood Ratio Chi square= 1.199 DF=1 P=0.157 
Pearson Chi square= 2.143 DF=1 P=0.143 
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The positive value for fl coefficient shows that there is a 
positive relationship between the two variables, and the Z 
value of 3.26 signifies that the coefficient is significant. 
Considering the values for the goodness of fit recommended 
by Knoke and Bruke (1980), the model fits well. As discussed 
in Appendix 7.5 they suggest values between 0.1 and 0.35 as 
acceptable. 
B) Senior industrialist's point of view 
In the previous section the relationship of business and 
marketing planning from the firms' point of view was 
considered. When the senior industrialist visited firms, he 
would look at the existence of their marketing and business 
plans. This information permits an examination of the 
relationship between marketing and business planning from 
the senior industrialist's view point. 
The result from the application of the hierarchical log- 
linear model shows that there is an interaction between the 
marketing and business plan as seen by the senior 
industrialist. 
The direction of the relationship is seen from the results 
of the linear-by-linear association model for ordinal data. 
The n coefficient is positive (1.28) and the Z value is 
large (3.71), which indicates that the relationship between 
the two variables is positive. 
186 
It can be concluded that there is a positive relationship 
between business and marketing plan both using the survey 
data and the data based on the senior industrialist's view. 
Figure 8.5 illustrates this relationship. The following 
symbology will be used throughout Chapter Eight. 
A line and double arrows (< >) indicates that the 
relationship has been identified by hierarchical log-linear 
model and linear-by-linear association model for ordinal 
data. 
A line () indicates that the relationship has only been 
identified by hierarchical log-linear model. 
Double arrows without a line (< >) defines that the 
relationship has only been identified by linear-by-linear 
association model for ordinal data. A plus (+) or minus (-) 
sign shows that the relationship is positive or negative. 
Figure 8.5 Relationship between marketing and business 
planning 
BUSINESS <> MARKETING 
PLANNING + PLANNING 
tl = 1.28 Z=3.71 
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8.2.3 MARKETING RESPONSIBILITY AND ITS RELATIONSHIP WITH 
MARKETING PLANNING. 
Firms were asked to specify who in their organisation was in 
charge of marketing (Appendix 7.2 - Question 1.8). Figure 
8.6 shows the allocation of marketing responsibility within 
the sample. Lack of marketing planning in small firms can be 
assessed by looking at the allocation of marketing 
responsibility within the firm. 
In almost 22% of the cases there was nobody in charge and in 
about 40% of the cases, a sales person or marketing manager 
was responsible for the marketing activities of the firm. In 
nearly 38% of cases the marketing function was performed by 
the managing director or other director. The lack of 
marketing planning together with the fact that only 26% of 
the firms had a marketing manager responsible for the 
marketing function of the firm, testifies to the low 
priority given to marketing in small firms. 
It was also interesting to see whether or not the allocation 
of marketing responsibility was related to the existence of 
marketing planning in the firm. If it was, what sort of 
relationship existed? The identification of this 
relationship helps to decide if the presence of an 
individual responsible for marketing is associated with the 
practice of marketing planning in the firm. 
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FIGURE 8.6 MARKETING RESPONSIBILITY 
MKG DIR SALES DIR GEN MGER OTHER DIR NO ONE 
MARKETING RESPONSIBILITY 
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Hierarchical log-linear models (Appendix 7.5) were used to 
see the relationship between the degree of formalization of 
marketing planning activity and the marketing 
responsibility within the firm. Again the model was used for 
both: the firms' responses and the senior industrialist's 
views. 
From firms' point of view, the results show that there is an 
interaction between marketing planning and marketing 
responsibility within the firms and further analysis 
indicate that the relationship is of a positive nature. 
Figure 8.7 represents this relationship. 
Figure 8.7 Relationship between marketing planning and 
marketing responsibility from firm's view point. 
MARKETING <> MARKETING 
RESPONSIBILITY + PLANNING 
11 = 0.59 Z=2.61 
The next issue to address is the possibility of a 
relationship between marketing planning and the allocation 
of marketing responsibility within the firm, from the senior 
industrialist's point of view. Using the data which explain 
the senior industrialist's view, the hierarchical log-linear 
model shows high value of probability for the two way 
interaction which indicates that the two variables are 
independent. Therefore, from the senior industrialist's view 
there is no interaction between the two variables. 
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While firms' responses indicate an interaction between 
marketing planning and responsibility, data obtained based 
on the senior industrialist's views reveals that no such 
interaction exists. This result is, as discussed earlier, in 
part related to over-estimation by the firms, of their 
marketing activities. Forecasts and budgets are confused 
with planning. It also implies that the presence of a 
marketing or sales director does not automatically guarantee 
that marketing planning will be practised. In many cases, 
marketing directors are probably more concerned with the day 
to day activities of a firm than with formal planning. This 
is confirmed by answers given when asked why they called in 
a marketing expert in the first place (Appendix 7.2 - 
Question 1.9). In more than 50% of cases, they wanted a 
formal marketing activity or a long term marketing plan. 
About 50% of the firms wanted a professional view from an 
outsider, regarding their activities, or to have the 
validity of their existing marketing activities confirmed. 
In both cases they felt that an expert could have helped 
them to organize their marketing activities or at least 
instil confidence to pursue them (Figure 8.8). 
8.2.4 MARKETING RESPONSIBILITY AND SIZE 
Literature suggests that as the size of a firm grows, so 
does the use of formalized and comprehensive planning 
(McDonald, 1982). It would be interesting to see, in this 









FIGURE 8.8 REASON FOR HELP 
WHY DID YOU CONTACT SFM? 
ORGANIZE MKG. PROF. VIEW CONFIRM ACT. LONG TERM PLAN 
192 
allocation of marketing responsibility within the firms were 
related to size. The results indicate that there is a 
positive relationship between size and marketing 
responsibility both in terms of turnover and number of 
employees (Figure 8.9). However, no relationship between the 
practice of marketing planning and size has been identified. 
This result shows that as the size of a firm grows, there is 
a tendency in isolating the marketing function from other 
activities of the firm and allocating a responsible for it. 
Although, as discussed in the previous section, the presence 
of a marketing responsible does not imply that marketing 
planning is being practiced in the firm. 
Figure 8.9 Relationship between marketing responsibility 
and size. 
MARKETING <> TURNOVER 
RESPONSIBILITY + 
i2 = 0.66 Z=3.48 
MARKETING <> NUMBER OF 
RESPONSIBILITY + EMPLOYEES 
f2 = 0.49 Z=2.81 
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8.3 EVALUATION OF THE INTERVENTION 
8.3.1 INTRODUCTION 
In the previous section, a number of relationships that 
explain the situation in firms prior to the SFM scheme's 
intervention were analysed. ' 
The objective of this study is to look at the impact on 
firms of the Support for Marketing scheme. An important 
issue to address is how they evaluate the SFM scheme and the 
consultancy process. 
Most of the firms in the sample had no marketing planning or 
a very limited marketing planning activity. The methodology 
of assistance required interaction with the experts, both 
from the scheme and the marketing consultancy. It is 
necessary to see how the firms evaluate their experience 
with the Support for Marketing scheme and the consultancy 
process, and how valuable the experience was. 
8.3.2 EVALUATION OF THE SCHEME 
A number of questions defined how firms evaluated the 
Support for Marketing scheme and its functioning and how, in 
their own view, senior industrialists performed their tasks. 
Firms were asked to score the scheme in connection with the 
following (Questions 2.27, Appendix 7.2): 
1. Speed of response 
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2. Rapid decision-making 
3. Efficient execution, and 
4. Lack of bureaucracy and red tape. 
A scale of 1 to 5 was used where 1 indicated "very good" and 
5 indicated "very poor". Table 8.6 shows the response of the 
firms to these questions. 
As Table 8.6 shows, the level of satisfaction with the 
Support for Marketing scheme is quite high. Firms generally 
find the scheme operating in quite satisfactory terms, with 
about 71 to 82 percent of them scoring the operation of the 
scheme as good or very good in terms of speed of response, 
rapidity in decision-making, efficiency of execution and 
lack of bureaucracy. This table shows that firms rated the 
functioning of the SFM scheme highly in several respects. 
The next question assesses firms' overall evaluation of the 
SFM scheme in terms of concept and execution. Over 71% of 
the firms found execution of the scheme to be of good or 
very good value. However, the much higher figure of above 
91% reflected the importance they attached to the scheme as 
a good or very good idea (Table 8.7). 
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Table 8.6 Firm's evaluation of the Support for Marketing 
scheme. 
$ OF RESPONSES 
VERY GOOD AVER- POOR VERY 
GOOD AGE POOR 
1 2 3 4 5 
1. Speed of response 37.6 34.4 15.1 7.5 5.4 
(N=93) 
2. Rapid decision making 31.9 39.6 19.8 7.7 1.1 
(N=91) 
3. Efficient execution 31.5 44.6 19.6 3.3 1.1 
(N=92) 
4. Lack of bureaucracy 45.7 37 16.3 1.1 0 
and red tape. 
(N=92) 
The importance attached to the concept of the Support for 
Marketing scheme reflects to a certain extent the degree of 
the need of firms to improve their marketing activities. The 
high value attached to the Support for Marketing scheme in 
terms of execution and even higher as a concept also 
explains the pattern of responses to (Question 2.29 - 
Appendix 7.2): 
"Would you recommend the use of the schema to other firms? " 
Figure 8.10 shows that 82% of firms seemed confident that 
they would recommend the schema to others. 
Although firms have little doubt in recommending the scheme 
to other firms, it is interesting to sea what value they 
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themselves placed on it. They were asked if the Support for 
Marketing scheme had proved to be good value for money 
compared to their cost (Question 2.20 - Appendix 7.2). 
Around 63% of the firms find the scheme 'good' or 'very 
good' value. However, about 23% responded 'poor' or 'very 
poor' and 15% gave a rating of 'average' (Figure 8.11). 
Comparing this result with the evaluation of the scheme in 
terms of concept and execution, it is evident that the value 
compared to the cost incurred to firms is lower than the 
value of the scheme in terms of concept and execution. There 
can be two possible explanations for this discrepancy: 
one is that the data was collected very soon after the 
completion of the project (see Table 8.8). 
With over 51% of the firms having had the completed project 
for less than 6 months, and almost 90% for less than one 
year, it is far too soon for the financial benefits to 
appear. Firms did not have enough time to implement the 
recommendations and therefore the full results of the 
marketing consultant's intervention have not yet boon shown. 
A second reason for the discrepancy is, as evaluation shows, 
the cost of marketing consultancy, which can be significant 
for a small firm, and to what degree small firms can be 
cost-conscious. Firms were also asked (Question 2.21 - 
Appendix 7.2): 
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Table 8.7 Firms' evaluation of the Support for Marketing 
scheme, in terms of concept and execution 
% OF RESPONSES 
VERY GOOD AVER- POOR VERY 
GOOD AGE POOR 
1 2 3 4 5 
1. Scheme in terms of 64.2 27.4 2.1 6.3 0 
concept. 
(N=95) 
2. Scheme in terms of 36.2 35.1 14.9 9.6 4.3 
execution. 
(N=94) 
Table 8.8 Number of months since completed the project. 
NUMBER OF MONTHS SINCE COMPLETED 
THE PROJECT 
% OF RESPONSES 
(N-94) 
1- 2 months 8.4 
3- 4 months 24.2 
5- 6 months 18.9 
7- 12 months 37.9 
1- 2 years 10.5 
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STRONGLY REC. RECOMMEND NEITHER DISAPPROVE STRONGLY DISAP. 
WOULD YOU RECOMMEND THE SFM SCHEME? 
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VERY GOOD GOOD AVERAGE POOR VERY POOR 
DID THE SCHEME PROVE TO BE GOOD VALUE? 
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"If you were expected to finance the project wholly, would 
it still have been good value for money? " 
Considering this possibility, as it would be expected, a 
greater percentage of the firms answered that it would not 
be a good value if wholly financed by them. While in only 
23% of the cases firms rated the scheme 'poor' or 'very 
poor' value compared to its cost (figure 8.11), around 50% 
of the firms rated it as 'not good value' if financed 
totally by the firm (Table 8.9). T1m same reasons mentioned 
above, but to a greater extent, explain the reason for this 
response. An interesting question at this stage would be: 
'would you have used a marketing consultant, if it were not 
for the availability of a subsidised consultancy project?. 
86% of the firms would not use a marketing consultant in the 
absence of subsidy and only 14% of the firms would call for 
a marketing consultant independent of the existence of the 
subsidy. 
When asked why they would not use an unsubsidised marketing 
consultancy, a number of reasons emerged. Duo to cost, 
nearly 77% of the firms would not call in a marketing 
consultant. It is interesting to note that the cost of 
consultancy is a major deterrent to its use. Another 
important reason, cited in more than 10% of cases, was that 
firms were not aware of the benefits of marketing planning 
and marketing consultancy. Lack of awareness of value 
together with the cost are mentioned by 87% of the firms. As 
mentioned earlier, the level of the use of marketing 
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planning in small firms is considered to be "abysmal" 
(Pettit and Lynch, 1986). Recent studies identified how lack 
of marketing can be one of the factors contributing to lack 
of success (Baker et al, 1987). Considering this result 
along with the allocation of marketing responsibility within 
a firm and the practice of marketing planning discussed in 
section 8.2, an immediate conclusion can be that not only 
the situation of the level of utilisation of marketing 
planning in the firms is "abysmal", but this will not change 
without an external force to encourage and assist firms to 
use marketing planning and develop their marketing 
activities. In practice firms are either not aware of its 
benefits or find it too expensive, and as such they do not 
practise it. By so doing, an important ingredient of the 
business is lacking. 
Other reasons were quoted by firms, such as their 
unsatisfactory previous and/or present experience of 
marketing consultants (Table 8.10). 
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Table 8.9 The use and value of marketing consultancy in the 
absence of the subsidy. 
% OF RESPONSE 
YES NO 
If you were expected to finance 49.5 50.5 
the project wholly, would it still 
have been good value for money? 
(N=93) 
Would you have used a marketing 14.0 86.0 
consultant, if it was not for the 
availability of a subsidised 
consultancy. project? 
(N=93) 
Had you ever used a marketing 25.0 75.0 
consultant before? 
Table 8.10 Reasons for not using a marketing consultant if 
not subsidised. 
REASONS FOR NOT USING A MARKETING 
CONSULTANT IF NOT SUBSIDISED 
% OF RESPONSES 
N-69 
1. Too expensive 76.9 
2. Unaware of benefits and/or 10.3 
unsure of value for money 
3. Marketing was not considered 6.4 
to be an important function 
and/or 
no marketing or training 
budget existed. 
4. Previous and/or present 6.4 
experience proved to be 
unsatisfactory. 
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8.3.2.1 Evaluation of the Senior Industrialist 
An important aspect of the Support for Marketing scheme's 
work relates to the senior industrialist's work within it. 
As discussed in Chapter One, this consists not only of 
assessing the eligibility of the client firm for the 
subsidised project, but also explaining the nature of the 
strategic marketing project, the nature of the financial 
assistance provided by the SFM scheme, and briefing the firm 
on how to manage the consultant. These are important 
functions for two reasons: 
i) As was mentioned earlier, but for the subsidy, many firms 
would not consider the use of marketing consultancy. 
Recalling the reasons mentioned in the Table 8.10, they 
would be inhibited by cost, were not aware of its benefits 
or there was no budget allocated for marketing. The senior 
industrialist can help the firm overcome the barrier of cost 
by explaining the nature of the Support for Marketing 
scheme's contribution towards the cost of the consultancy 
project. Ile can also play an important role in making firms 
more aware of the benefits of marketing planning and the 
role of the marketing consultant. 
ii) Another important reason is that most of the firms, i. e. 
about 75%, (Table 8.9) had not previously used a marketing 
consultant and as such did not have any experience of using 
a marketing consultant. There was thus a need to explain not 
only the nature of the help and of strategic planning, but 
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also that of marketing consultancy and especially managing 
consultants. 
Due to the importance of the senior industrialist's role, it 
was felt necessary to look at the firm's evaluation of the 
senior industrialist's performance. Table 8.11 shows how 
firms evaluate the senior industrialist. 
Table 8.11 Firms' evaluation of the senior industrialist's 
performance. 
% OF RESPONSES 
VERY GOOD AVER- POOR VERY 
GOOD AGE POOR 
1 2 3 4 5 
1. Explaining the nature of 44.0 38.7 16.1 1.1 0.0 
a strategic marketing 
plan. 
(N=93) 
2. Briefing on how to manage 29.0 41.9 21.5 6.5 1.0 
the consultant. 
(N=93) 
3. Overall 46.7 34.8 15.2 2.2 1.1 
(N=92) 
As can be seen, firms find that senior industrialists were 
quite successful in explaining the nature of a strategic 
marketing project. To a lesser degree, they were also 
helpful in briefing firms on how to manage the consultant. 
Firms' overall evaluation of senior industrialists reflects 
that, on the whole, they achieved their objectives. 
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8.3.2.2 support for Marketing's role in the choice of a 
consultant for the firm. 
Firms could either choose the marketing consultant 
themselves or ask for help from the Support for Marketing 
scheme (Chapter One). It is interesting to see, in practice, 
how firms chose the consultant. Lacking previous experience 
with marketing consultancy, most of the firms, as expected, 
sought the help of the Support for Marketing scheme. About 
54% of the sample had their consultant chosen by the scheme. 
Another 10% asked for help in the shape of a 'short list', 
from which they could make their own choice. Altogether 
nearly 2/3 of the firms needed the Support for Marketing 
scheme's help in choosing a consultant, but another 1/3 
wanted to choose their own (Table 8.12). Recalling that 
about 75% of the firms had never used a marketing 
consultancy before, it would be interesting to see why as 
many as 1/3 of the sample wanted to make their own choice of 
consultant. 
The reasons attributed to the selection of the consultant by 
the firms were: 
- previous experience, 
- others recommending the consultant, 
- by using the Institute of Marketing free referral scheme, 
- or because they were approached by the consultant offering 
to perform the service (Table 8.12). 
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I) Who chose the consultant? 
(N=94) 
1. Firm 34 36.2 
2. SFM gave a short list and firm 10 10.6 
decided. 
3. SFM 50 53.2 
II) How did you choose the consultant? 
(N=44) 
1. Previous work experience. 16 36.4 
2. Others recommended 9 20.5 
3. Used Institute of Marketing 6 13.6 
free referral scheme. 
4. Consultant approached the firm. 13 29.5 
While in some cases the reason was previous satisfactory 
experience, in other cases it was duo to the initiative of 
the consultant in offering his services. This latter 
situation could be a cause for concern, if an appropriate 
method of monitoring was not established. The fact is, the 
rather strict control process used by the Support for 
Marketing scheme in assessing a consultant's work avoids 
such concerns. This can be considered as a positive point, 
in that marketing consultants expend time and effort to 
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explain the benefits of the practice of marketing planning 
to the firms. 
While 75% of the firms have not previously used a marketing 
consultant, 25% of them had. It is useful to know how the 
25% evaluate their previous experience. Firms were therefore 
asked to describe the usefulness of their experience. Only 
24 firms (25% of the sample) had used a marketing consultant 
before (Table 8.13). When asked how worthwhile or otherwise 
their experience with their previous marketing consultancy 
was, the following pattern of response was obtained (Table 
8.13): 
Table 8.13 Firms' evaluation of the value of previous 
experience with marketing consultant. 
Did your previous experience 
with the marketing 






VERY WORTHWHILE 5 21.7 
QUITE WORTHWHILE 6 26.1 
AVERAGE 5 21.7 
POOR 4 17.4 
VERY POOR 3 13.0 
Firms expressed mixed feelings regarding its value, but 
altogether nearly 48% of the firms found their previous 
experience worthwhile or very worthwhile. 
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8.3.3 EVALUATION OF THE CONSULTANT 
Two questions were used to examine the consultant's 
familiarity with the business, and Its relevance. Firms were 
asked: 
"How familiar was the consultant with the general type of 
your business? " (Question 2.34), and 
"How relevant is it for the consultant to be knowledgeable 
about the general type of a firm's business in order to 
produce a good report? " (Question 2.34). 
A five point scale was used for this question where 1 
indicated "highly relevant" and 5 "not relevant at all". 
Table 8.14 shows that 74% of the firms found the 
consultant's familiarity with. the general nature of a firm's 
business highly relevant or quite relevant. 
Although firms find the familiarity aspect relevant, in 
practice not all consultants were familiar with the type of 
business with which they were dealing. As Table 8.14 shows, 
most of the consultants were unfamiliar with the business, 
but had the ability to rapidly understand it. 
The next question of interest is to see how well consultants 
performed their role. A number of questions described the 
firms' evaluation of the consultant. Firms were asked to 
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score consultants for a number of statements (Table 8.15), 
using a scale of 1 (very good) to 5 (very poor). 
As Table 8.15 shows, in general, the level of satisfaction 
with the consultants along different variables is quite 
high. 
Another question of interest was to see how well the 
consultant's report was communicated to the client firm. 
Firms were asked to rate the comprehensibility of the report 
along a five point scale, where ]_ indicated "very easy to 
understand" and 5 "very difficult to understand". Most of 
the firms understood the report. In fact as many as 94% of 
the sample scored it 1 or 2. The firms' overall evaluation 
of the consultant is shown in Figure 8.12 which shows the 
overall evaluation of the consultant in a similar light. 
About 70% of the firms found that consultants perform a 
'good' or 'very good' job. 
It would be also interesting to see if the level of 
satisfaction is related to who chooses the consultant. A 
cross-tabulation of choice and satisfaction with the 
consultant shows that the rate of sz'tisfaction is almost the 
same for both cases (Table 8.16). 
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Table 8.14 Familiarity of the consultant with firms' 





I) How familiar was the consultant with 
the general type of your businoss? 
(N=96) 
1. Totally familiar with the burliness 27 28.1 
2. Unfamiliar, but had an ability to 57 59.4 
speedily understand it. 
3. A poor grasp of the business and 
incapable of getting a better 12 12.5 
grasp of it. 
II) How relevant is it to be familiar? 
(N=96) 
1. Highly relevant 35 36.5 
2. Quite relevant 36 37.5 
3. Relevant 14 14.6 
4. Marginally relevant 8 8.3 
5. Not relevant at all 3 3.1 
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Table 8.15 Firms' evaluation of the consultant. 
% OF RESPONSES 
VERY GOOD AVER- POOR VERY 
GOOD AGE POOR 
1 2 3 4 5 
1. Ability to communicate 52.1. 28.1 17.7 1.0 1.0 
with and relate to 
people. 
(N=96) 
2. Ability to understand and 32.3 39.6 . 12.5 11.5 4.2 
adapt to specific needs 
of the individual firm. 
(N=96) 
3. Competence and 54.2 24.0 17.7 4.2 0.0 
professionalism. 
(N=96) 
4. Ability to understand and 42.1 29.5 10.5 12.6 5.3 
define the key problems. 
(N=95) 
5. Ability to provide sound 36.5 27.1 17.7 11.5 7.3 
recommendations. 
(N=96) 
6. Enthusiasm and active 54.2 28.1 13.5 1.0 3.1 
involvement in the 
project. 
(N=96) 
7. The quality of the report 36.5 33.3 10.4 9.4 10.4 












OVERALL ASSESSMENT OF THE CONSULTANT 
N"93 
VERY GOOD GOOD AVERAGE POOR VERY POOR 
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Table 8.16 Cross-tabulation of the choice of consultant and 
satisfaction with the consultant 
Overall as, essment of the 
consultant. 
Who chose the VERY GOOD AVE- POOR VERY ROW 
consultant? GOOD FINGE POOR TOTAL 
Firm 17 7 4 3 2 33 
36.3% 
SFM gave a short list 6 1 1 1 1 10 
and firm selected 11.0% 
SFM 20 14 8 3 3 48 
52.7% 
COLUMN TOTAL(Frequency) 43 22 11 7 6 91 
Percentage 47.3 24.2 1.1.3 7.7 6.6 100.0% 
8.3.4 EVALUATION OF THE INTERVENTIC" AND THE RELATIONSHIPS 
So far, the firms$ evaluation or the SFM scheme and 
consultancy in descriptive terms t, as been discussed. The 
results show that there is a high lnt. ºel of satisfaction with 
the SFM scheme and the consultant, and generally speaking 
the experience has proved to be go(-., d value for money. The 
results however neither identify any relationship between 
the variables, nor the nature of any such relationship. At 
this stage, the interest lies in determining the 
relationship between evaluation of the SFM scheme and 
evaluation of the consultant. The valu e of the intervention 
to the firm and its relationship with the evaluation of the 
SFM scheme and consultant will also be considered. It is 
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interesting to see how any such value is related to the 
operation of the scheme and performance of the consultant. 
The logical question is why value to the firm and its 
relationship with the operation of the SFM scheme and 
performance of the consultant is important? The answer is 
that if an organisation's view of the intervention is not 
positive, if it is not believed that the scheme has 
contributed in some way, it is i'nlikely that marketing 
planning will be implemented in the organisation. Marketing 
consultancy is a very delicate service. While a 
manufacturing or computer consultant enters into a firm and 
at the end of the project leaves a physical product in 
there, the marketing consultant leaves no tangible product. 
The only tangible product is a pac7: of papers. If some of 
the recommendations seem to be risi'y the firm's immediate 
reaction is not to implement them. After all, they argue, 
the consultant has nothing at stake and the firm has to bear 
all the risks. 
It is therefore important to see what value firms attach to 
the SFM scheme, and how the perceived value relates to the 
evaluation of consultant/scheme. 
The variables that will be used to evaluate the scheme are: 
Overall evaluation of the scheme in terms of concept 
Overall evaluation of the scheme in terms of execution, and 
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Whether or not firms would recommend the scheme to others. 
It was thought that these were the three key variables that 
could explain firms' evaluation of the SFM scheme. The 
variable that represented and most effectively summarised 
firms' evaluation of the consultant was "the overall 
assessment of the consultant". A number of relationships 
among the following variables were considered: 
- firms' evaluation of the scheme in terms of concept and 
execution, 
- the value of the scheme to the firms, 
- firms' evaluation of the consultant, 
- recommendation of the scheme to other firms. 
8.3.4.1 Value to the firm, evaluation of the SFM scheme and 
consultant 
The hierarchical log-linear technique was used to 
investigate for any relationship between "value of the 
scheme" and the evaluation of the scheme in terms of 
"concept" and "execution". 
The results show no relationship between the "value of the 
scheme" and "evaluation of the scheme in terms of concept". 
However, the model shows that there is interaction between 
the scheme in terms of execution and its value to the firm. 
The difference in the results suggests, not surprisingly, 
that although firms attach high value to the planning 
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concept and its usefulness, once they become aware of it, 
they find it of value only if performed properly. 
As to the nature of the relationship, the linear-by-linear 
association model for ordinal data (Appendix 7.5) indicates 
the existence of a positive relationship between the two 
variables (Figure 8.13). This result indicates that the 
value of the SFM scheme is judged in terms of its quality of 
execution. 
Figure 8.13 Relationship between "value to the firm" and 
the "evaluation of the SFM scheme in terms of 
execution". 
VALUE TO <> SCHEME IN 
THE FIRM + TERMS OF 
EXECUTION 
il = 0.58 Z=3.92 
The importance of the role of an external expert has already 
been discussed (Chapter Five). The next issue is whether or 
not evaluation of the scheme in terms of concept and 
execution relates to the evaluation of the consultant. While 
the scheme in terms of concept has no relationship with 
evaluation of the consultant, the quality of execution is 
affected by the evaluation of the consultant. Further 
analysis shows that not only is there an interaction but it 
is of a positive nature (Figure 8.14). This result 
identifies how the operation of the SFM scheme is judged in 
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terms of its main element: the consultant and his 
performance. 
Figure 8.14 Relationship between evaluation of the 
consultant and the "evaluation of the SFM 
scheme in terms of execution". 
EVALUATION <> SCHEME IN 
OF + TERMS OF 
CONSULTANT EXECUTION 
A=0.88 Z=4.39 
It would be interesting to see the relationship between the 
variables in a three-way interaction (Appendix 7.5). A 
three-level hierarchical log-linear model was used to see 
the relationship between three variables: "the value of the 
scheme to the firm", "evaluation of the consultant" and the 
"evaluation of the scheme in terms of concept". 
As explained before (Appendix 7.5), the backward elimination 
procedure (Benedetti and Brown, 1978) was used for model 
selection. The result shows that there is no three-way 
interaction. The two-way interaction shows that the 
consultant's performance has an impact on the assessment of 
the SFM scheme in terms of its value contribution. Neither 
the value to the firm, nor the evaluation of the consultant, 
are influenced by the evaluation of the SFM scheme in terms 
of concept. 
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What would be the result, if the scheme in terms of the 
concept variable were to be replaced by the scheme in terms 
of the execution variable? 
In this case, although three-way interaction is again 
absent, there are two important two-way interactions which 
confirm previous results: the first interaction indicates 
that the consultant's performance affects the value of the 
SFM scheme to the firm, and the second two-way interaction 
confirms that the evaluation of the scheme in terms of 
execution is related to the firm's overall evaluation of the 
consultant. 
The relationships clearly indicate that the value and 
usefulness of the exercise to the firm are related to the 
performance of the consultant and the way the SFM scheme 
operates. 
Another interesting question would be how the value of the 
SFM scheme is related to the level of recommendation to 
other firms and to the firm's evaluation of the consultant. 
A three-level hierarchical log-linear model was used to 
verify the relationship between three variables: value of 
the scheme to the firm, if firms would recommend the scheme 
to others, and the firm's overall evaluation of the 
consultant. 
This result does not identify a three-way interaction, but 
an interesting relationship emerges: the interaction of 
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value to the firm, and recommendation of the SFM scheme to 
others. The linear-by-linear association model for ordinal 
data produces n=1.02 and Z value of 4.25, which indicates 
that there is a significant, positive relationship. This 
indicates, as would be expected, that firms tend to 
recommend the SFM scheme to others more enthusiastically, 
only when it is considered to be good value (Figure 8.15). 
Figure 8.15 Three way interaction of value to the firm, 
assessment of consultant and recommending the 
SFM scheme to other firms. 
ASSESSMENT + VALUE TO 
OF <> 





8.3.5 FIRM'S CHARACTERISTICS AND THE VALUE OF THE SFM 
SCHEME. 
The results show that the value of the SFM scheme to a firm 
is related to a number of factors such as the operation of 
the SFM scheme and the performance of the consultant. But is 
the value of the SFM scheme related to a firm's 
characteristics? Do firms with differing characteristics 
benefit differently from the SFM scheme? 
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The relationships between value to a firm and the following 
variables were considered: 
- the existence of business and marketing planning from the 
firm's and the senior industrialist's point of view. 
- allocation of marketing responsibility within the firm. 
- turnover. 
- number of employees. 
- number of years that firms have been in business. 
Indeed, the hierarchical log-linear models found no 
relationship between perceived value of the SFM scheme and 
firms' characteristics. The results show that the benefit 
firms receive from the SFM scheme's intervention is greatly 
influenced by the operation of the scheme and the 
consultant's performance, rather than by a firms' 
characteristics. 
8.4 SUMMARY 
This chapter delineated the objective of the two results 
chapters as follows: 
- the situation of firms at the beginning of the project, 
- the process of planning and its evaluation by a firm and 
- the impact and outcome of the intervention. 
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The two first points were dealt with in this chapter. A 
summary of each will be presented in the following 
paragraphs: 
8.4.1 SUMMARY OF THE SITUATION IN FIRMS PRIOR TO THE SFM 
SCHEME'S INTERVENTION. 
In this chapter the situation in firms prior to the SFM 
scheme's intervention was reviewed. The findings mostly 
confirm, as the 'literature suggests, that firstly, the 
practice of marketing planning in the small and medium sized 
firm is very limited (Pettit and Lynch, 1986; Watkin and 
Blackburn, 1986). Allocation of marketing responsibility 
reflects the little attention paid to the marketing 
function. This study also confirms the previous findings 
(McDonald, 1982 - a; Greenley, 1983 - b) that there is a gap 
between a firm's perception of the practice of marketing 
planning and its real incidence. This disparity affected the 
relationship between marketing planning and allocation of 
marketing responsibility. While from a firm's point of view 
there was a relationship, from the senior industrialist's 
Point of view, any claimed interaction was non-existent. 
Literature also suggests that there is a relationship 
between marketing planning and business planning and that 
the former logically should follow the latter (Higgins, 
1980, o'Shaughnessy, 1988). This study shows that not only 
the suggested hierarchy is present in this sample, but that 
there is a positive relationship between business and 
marketing planning. Allocation of marketing responsibility 
was also found to be related to size in terms of turnover 
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and number of employees, a conclusion consistent with 
McDonald's (1982) proposals. 
Figure 8.16 summarises the relationships within firms before 
intervention of Support for Marketing. 
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8.4.2 SUMMARY OF THE EVALUATION OF THE INTERVENTION AND THE 
RELATIONSHIPS 
Figure 8.17 summarizes all the relationships so far obtained 
in connection with the evaluation of the scheme, that of the 
consultant, and the value of the scheme to the firm. 
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What the results show is that the performance of the 
consultant and operation of the scheme influence the 
perceived value to the firm. In other words, in order to 
have effective marketing planning it is necessary for both 
the consultant and the Support for Marketing scheme to 
perform well. Only then do firms find the SFM scheme 
valuable and recommend it to other firms. 
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CHAPTER NINE THE IMPACT OF SFM INTERVENTION 
Chapter eight looked at the situation of firms at the 
beginning of the project and firm's evaluation of the 
Support for Marketing scheme and consultancy process. This 
chapter looks at the impact and outcome of the exercise. 
Impact of the SFM scheme in increasing knowledgeability 
within firms is considered. Factor analysis technique is 
used to reduce the knowledgeability variables to a few 
factors. The relationships of the knowledgeability factors 
with other variables are then considered, using hierarchical 
log-linear technique and logit models (Appendix 7.5). 
The impact of the SFM scheme on performance is also 
considered. Through factor analysis the performance 
variables are reduced to a few factors. The relationships of 
the performance, represented by these factors and other 
variables are also identified. 
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9.1 THE IMPACT OF THE INTERVENTION ON RNOWLEDGEABILITY 
9.1.1 INTRODUCTION 
Firms found the scheme to be 'very good value' or 'good 
value' in many cases, and generally speaking, the level of 
satisfaction with the experience was high. It was also 
argued that due to the shortness of elapsed time since the 
completion of the project (Chapter Eight), the financial 
returns are not yet fully apparent. It is interesting to see 
why firms find the scheme of value and why they would 
recommend it to others. In other words, what other benefits 
has the SFM scheme brought to the firm? 
Based on the traditional approach the value of the scheme is 
related to the degree of implementation of the 
recommendations contained in the plan produced by the 
external expert, and the degree to which the implementation 
of results leads to better performance. 
As argued before (Chapter Eight), the value of external 
intervention cannot be assessed merely based on the 
implementation of the recommendations contained in the plan. 
The interaction with the expert also has an important 
influence on increasing knowledgeability and awareness 
towards marketing issues and marketing planning. Such an 
impact is suggested not only by theoretical literature (see 
Chapters Two and Five). The pilot-interviews with the 
managing directors of the firms also gave clear signals of 
such an effect. With this background, a number of questions 
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were included in the questionnaire, which measured the 
likely effect of the intervention in increasing awareness 
and knowledgeability of marketing and marketing planning 
issues. 
9.1.2 IMPACT OF THE SFM SCHEME IN INCREASING KNOWLEDGE 
There were a number of questions related to the impact of 
the scheme in increasing marketing knowledge within the firm 
(Questions 2.1 to 2.17 of the questionnaire, Appendix 7.2). 
The respondents were asked to rate a number of statements on 
a scale of 1 to 5 (strongly agree to strongly disagree). 
Table 9.1 shows the percentage of responses for each 
category on the scale and the mean value for each variable. 
As can be seen the process of planning has an effect on 
increasing knowledgeability, which was stronger in issues 
related to marketing planning, such as targeting of the 
market, identifying new opportunities, assessing strengths 
and weaknesses of the firm and understanding the firm and 
its position in the market. 
As the table shows, there is general agreement on the impact 
of the Support for Marketing scheme in increasing 
knowledgeability in the firm. Although this result is 
appealing, the real interest lies in looking at the 
relationship of this knowledgeability to other variables. 
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Table 9.1 Knowledgeability variables, their mean and 
percentage of responses for each score. 
% OF RESPONSES 
TO EACH SCORE 
VARIABLES MEAN 
1 2 3 4 5 
Mgment/staff learned great deal 2.44 23 37 23 8 10 
Accurately target market. 2.43 17 48 16 11 8 
Develop advert. strategy. 3.08 5 29 35 16 17 
Identify new opportunities. 2.59 17 40 24 8 12 
Develop price strategy. 3.31 5 22 31 21 21 
Assess s/w of organ/skills. 2.21 26 44 17 10 3 
To assess s/w product. 2.55 11 46 22 18 2 
Reduce dependency few cust. 3.22 1 25 41 16 17 
Mkg. awareness throughout. 2.79 8 37 30 17 8 
Improve internal efficiency. 3.14 6 27 27 26 14 
Reduce dependency few supp. 3.76 2 7 27 42 22 
Increase mkg awar. those involv 2.20 21 56 11 7 6 
Understand consumer satisfact. 2.91 6 40 25 17 12 
Understand competition. 2.59 7 56 20 7 11 
Understanding of customers. 2.83 5 42 28 16 10 
Understanding firm and posit. 2.35 15 55 16 8 6 
s/w = strengths and weaknesses 
1= strongly agree 2= agree 
3= neither agree nor disagree 
4= disagree 5= strongly disagree 
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However, it may prove difficult to use the results in the 
current form as a knowledgeability measure for relating it 
to other variables. As discussed in Chapter Seven, factor 
analysis is used to determine the relationships among a 
total set of interacting variables. In factor analysis, when 
the observed variables correlate highly with one-other, they 
are re-arranged into a smaller set of categories called 
'factors' so that it becomes possible to work with a smaller 
set of variables. Therefore, factor analysis can be applied 
to knowledgeability variables to determine if they can be 
represented by a reduced number of variables (factors). This 
smaller set will be used to determine the relationships of 
knowledgeability with other variables. Working with a 
smaller number of variables is easier and offers a clearer 
picture of the essential relationships. 
9.1.3 FACTOR ANALYSIS APPLIED TO KNOWLEDGEABILITY VARIABLES 
As discussed before (Appendix 7.4), the appropriateness of 
the factor model should be considered. The application of 
the measures for appropriateness suggested the exclusion of 
one variable, which basically was due to the following 
methodological considerations: 
The first aspect' to look at was the factor matrix. 
Considering the correlations between variables in the factor 
matrix, it was recognized that all but one variable had high 
correlations with a number of other variables. This variable 
represented the statement, "The project helped in 
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reinforcing and confirming our existing marketing 
activities" ( variable IK2-14). The highest correlation for 
this variable was 0.25, which is quite low. The small 
correlation between this variable and other variables 
suggests its exclusion. All other variables had high 
correlations and thus were acceptable. 
Two other measures were also *used to verify the suitability 
of the factor model: 
The Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy 
was calculated for every single variable (Norusis, 1985). 
The KMO measure for all variables (excluding IK2-14) ranged 
from 0.67 to 0.86. In the case of only two variables was 
this measure under 0.70; all the rest were greater than 
0.70. The KMO statistic for one of the variables (IK2-14, 
discussed above) was 0.49. The low KMO value for this 
variable again suggested its isolation from the analysis. 
The exclusion improved the overall KMO measure (for all the 
variables). While the inclusion of IK2-14 produces a KMO 
statistic of 0.764, its exclusion produces 0.845. 
The factor analysis technique was, therefore, applied to the 
knowledgeability variables. Table 9.2 shows the 
communalities and the eigenvalues for the knowledgeability 
variables. 
The eigenvalue for factor 1 is 6.83367, which represents 
42.7% of total variance. 
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Using the eigenvalue rule, three factors are identified 
which together explain 58.1% of total variance. 




















COMMUNALITY " FACTOR EICENVAT. UE PCT OF VAR CUM PCT 
r 
. 60034 "1 6.83347 ". 42.7 42.7 
. 65623 "2 1.36833 8.6 51.3 
. 62730 "3 1109569 6.8 58.1 
. 55159 " 
. 60825 " 
. 49140 * 
. 37705 
. 63952 
. 58897 " 
. 66250 " 
. 53378 
. 60081 " 
. 52429 " 
. 53535 
. 53370 " 
. 76712 " 
ROTATION 1 FOR EXTRACTION 1 IN ANALYSIS 1- KAISER NORMALIZATION. 
Table 9.3 shows the three principal components in the 
rotated factor matrix. Correlation between factor 1 and the 
first variable in the list is . 799. 
As mentioned in Appendix 7.4, one of the problems of factor 
analysis is its subjectivity. There have been attempts to 
introduce more rigour into' the technique by proposing 
certain rules. Comrey (1973) use. factor loadings to 
establish the boundaries of acceptanny. As factor loadings 
are the correlation between factors and variables, the 
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question of level of acceptability arises. Small value for a 
factor loading signifies that the correlation between the 
particular variable and factor is low and as such the factor 
cannot explain the variable adequately. What level of 
correlation can be considered as ac^eptable and meaningful? 
Comrey (1973) suggests the following boundaries for 
loadings: 
Loadings > . 71 (50% variance): excellent 
0.63 < Loadings < . 71 (40% variance): very good 
0.55 < Loadings < . 63 (30% variance): good 
0.45 < Loadings < . 55 (20% variance): fair 
0.32 < Loadings < . 45 (10% variance): poor 
Loadings in this case agree with the above mentioned 
requirements. A closer look at the grouping of the variables 
that forms a factor suggests the following factors: 
Increased knowledgeability of marketing operation (Factor 1) 
Increased knowledgeability of marketing strategy (Factor 2) 
Increased marketing awareness (Factor. 3). 
The next step in the study is to look at the relationship of 
the knowledgeability factors with other variables. To use 
the knowledgeability factors as new variables, the principal 
component factor scores are used (Appendix 7.4). The 
normalized value of all the cases along each variable is 
multiplied by the corresponding factor scores and summed up. 
The results obtained in this modo for knowledgeability 
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factors are in a continuous variable form. Obviously there 
is a need to convert them into categorical data if log- 
linear analysis is to be used. Normalizing and 
redistributing the results according to the normal 
distribution gives a single measure for each 
knowledgeability factor. This measure was used in the 
further analyses (Appendix 9.1 shows the procedure). 
9.1.4 KNOWLEDGEABILITY FACTORS AND THEIR RELATIONSHIP WITH 
OTHER VARIABLES 
The impact of the SFM scheme on knowledgeability of firms 
and their awareness towards marketing planning and its 
benefits has been considered. In this section the 
relationship of the knowledgeability factors with other 
variables will be reviewed. Evaluation of knowledgeability 
variables was measured using solf-assessment by the 
respondents, which may give rise to significant differences 
(Oppenheim, 1966). Nevertheless, regarding this study, a 
number of points need to be clarified: 
- As it was mentioned before (Chapter Eight), the cost of 
the SFM scheme was a major issue for small/medium sized 
firms, who were highly cost-consciou> and as a result, very 
critical of the claimed benefits of the SFM scheme. This was 
very apparent in the interviews and later, in the survey. 
Therefore, they would be unlikely to attribute value to the 
SFM scheme where it did not genuinely contribute. 
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Table 9.3 Factor analysis of knowledgeability variables 
Factor Factor Factor Variables 
1 2 3 
. 799 Mgment/staff learnt a great deal 
. 727 Accurately target market. 
. 719 Develop advert. strategy. 
. 676 Identify new opportunities. 
. 516 Develop price strategy. 
. 701 Assess s/w of organ/skills. 
. 686 To assess s/w product. 
. 654 Reduce dependency few cust. 
. 538 Mkg. awarenes!; throughout. 
. 500 Improved 
internal efficiency. 
. 498 Reduce dependency few supp. 
. 485 Increase mkg iwar. those involved 
. 760 Understand consumer satisfaction 
. 695 Understand competition. 
. 666 Understanding of customers. 
. 645 Understanding firm and position. 
6.83 1.39 1.09 Eigenvalues 
42.7 8.6 6.8 % of Variance 
Varimax rotation converging in 9 iterations. 
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- If there is any bias, it would not be in exaggerating the 
contribution of the SFM scheme. In the interviews, firms 
would very readily make comments siich as: "no, the scheme 
did not help in this regard. We already knew it and were 
practicing it". When probed about the benefits, firms would 
make sure to highlight those issues that the consultants 
were of little help to them. 
- As reported in Chapter eight, in most cases evaluation of 
this research confirms the appraisal of the senior 
industrialist. Where it differs i. in the claimed area of 
the practice of marketing planning, which has proved to have 
been exaggerated by firms. Here, again, we could expect 
firms to underestimate the positive impact of the scheme. 
- Finally, if there is a bias, would firms be rating '1' 
(strongly agree) instead of '2' (agree). There is little 
possibility that firms would rate '1' where they should have 
rated '4' (disagree). 
9.1.4.1 Knowledgeability Factors and Firms' Characteristics 
In the previous section, the impact of the SFM scheme on 
increased knowledgeability was discussed. It was argued 
earlier (Section 8.1) that the benefits firms receive from 
the SFM intervention may be related to the firms' 
characteristics. At this stage the interest lies in seeing 
if the impact on knowledgeability is related in any way to a 
firm's particular characteristics. 
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The hierarchical log-linear models (Appendix 7.5) were used 
to see the relationship between knowledgeability factors and 
the following variables: 
- existence of marketing and business planning from the 
point of view of both the firm and the senior 
industrialist, 
- the allocation of marketing responsibility within the 
firm, 
- number of employees, 
- turnover and 
- number of years the firms had been trading. 
Generally speaking no relationship was identified, except 
that: i) knowledgeability of strategic issues was related to 
the existence of marketing planning in the firm and ii) 
knowledgeability of marketing operation was related to 
marketing responsibility. 
Although the existence of marketing planning (question 1.7 
of Appendix 7.2) interacts with the marketing strategy 
factor, the linear-by-linear association model for ordinal 
data (Appendix 7.5) produces very small positive values for 
tl and Z value (f1=0.02 and Z value=0.027). The result 
indicates a positive relationship, but has to be considered 
with caution due to the reduced value of tl and Z value. The 
same situation is present in the case of the allocation of 
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marketing responsibility and the increased knowledgeability 
of marketing operation. Although hierarchical log-linear 
model identified a relationship, but the positive values for 
n and Z value are quite small n=0.048 and Z value=0.72). 
This positive relationship again needs to be considered with 
caution. 
The results show that any relationships between the 
knowledgeability factors and firms' characteristics are few 
and inconclusive, which implies that the benefits received 
in terms of knowledgeability are little related to the 
characteristics of the firm. Is there any relationship 
between knowledgeability factors and the operation of the 
SFM scheme? The next step is to look at the relationships 
between knowledgeability factors and variables that describe 
the SFM scheme and the marketing consultancy. 
9.1.4.2 Impact on knowledge and evaluation of the 
scheme/consultant 
The relationship between "value of the SFM scheme to the 
firm" and "evaluation of the SFM scheme" and "consultant" 
has been discussed in Section 8.3. It has also been 
previously argued that the planning process and the external 
expert can play an important role in increasing client 
capability. It is now useful to determine the nature of any 
relationship between the knowledgeability factors and 
evaluation of the consultant and the scheme. 
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The hierarchical log-linear models (Appendix 7.5) were used, 
and showed that value to the firm interacts with two 
knowledgeability factors: 'marketing awareness' and 
'marketing strategy'. For the marketing strategy factor and 
the value to the firm, the linear-by-linear association 
model for ordinal data produces n=0.198 and the Z value of 
3.21, which is indicative of a positive relationship. For 
marketing awareness and value to the firm the n value is 
0.27 and the Z value is 4.25. The results show that firms 
will find the scheme to be good value for money if their 
marketing awareness and knowlegeability of marketing 
strategy issues are increased. 
This relationship confirms the proposed hypothesis that not 
only is there an effect on knowledgeability of the firms, 
but also the value of the exercise is seen to be related to 
marketing awareness and marketing strategy issues. 
The next step is to look at the consultant performance and 
the knowledgeability factors. Theory suggests that the value 
of consultancy lies in its ability to augment the 
knowledgeability and capability of the client firm (Chapter 
Five). Is this value acknowledged and appreciated by the 
firm? Do firms judge consultants in terms of their 
contribution to knowledge? By looking at the relationship 
between knowledgeability factors and evaluation of the 
consultant, these questions can be answered. 
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Hierarchical log-linear models confirmed that there is an 
interaction between two of the knowledgeability factors and 
the consultant performance. The knowledgeability factors 
that related positively to consultant performance were 
marketing awareness and increased knowledgeability of 
marketing strategy. To see the nature of the relationship, 
the linear-by-linear association model for ordinal data was 
used which identified the existence of a positive 
relationship. The positive association implies that higher 
levels of knowledgeability are associated with higher scores 
for the overall evaluation of the consultant. 
The positive relationships confirm that the value of 
consultancy lies in its ability to augment the 
knowledgeability of the client, and supports the clinical 
approach that the object of the expert should be to bring 
organisational development to the firm. 
Would firms recommend the scheme, based on the effect it had 
on their knowledgeability? The next issue of interest is to 
see if the impact on knowledgeability of the firms will 
increase the chances of their recommending it to others. The 
hierarchical log-linear models show relationships between 
this variable and the same two factors, (i. e., marketing 
awareness and increased knowledgeability of marketing 
strategy). The linear-by-linear association model for 
ordinal data identifies that the relationships are positive. 
The result therefore shows that the higher level of 
239 
increased knowledgeability results in stronger support and 
increased recommendation of the scheme to others. 
As described earlier (Chapter One), to operate, the SFM 
scheme must interact with the firm. Recalling the operation 
of the SFM scheme, involvement in the review and approval of 
the terms of reference and the consultant's report, and 
specially the senior industrialist's role, it is legitimate 
to expect that the process of intervention may influence the 
knowledgeability of the firms. The interest at this stage is 
to see if the operation of the SFM scheme influenced the 
knowledgeability of the firm. The hierarchical log-linear 
model identified a relationship between the marketing 
awareness factor and operation of the scheme which the 
linear-by-linear association model for ordinal data 
identified as positive. This relationship shows that the 
operation of the scheme can contribute to marketing 
awareness. 
Figure 9.1 summarizes all the relationships discussed in 
this section and provides the n and Z values for all the 
relevant relationships. 
9.1.4.3 Knowledgeability Factors and Implementation of 
Recommendations 
Increased marketing awareness and knowledgeability cannot be 
looked at as an end in itself, so much as a means to an end. 
Thus the value of the impact on knowledgeability can be 
judged by its impact on other aspects of the firm. 
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Knowledgeability factors can be viewed as the intermediary 
variables that facilitate and lead to the achievement of 
other objectives. In the hypotheses that were developed in 
Chapter Seven, it was argued that increased knowledgeability 
can have an impact on implementation of the recommendations. 
In this section, the relationships between knowledgeability 
factors and implementation of recommendations will be 
considered. 
Figure 9.1 Relationships between knowledgeability factors 
and evaluation of the consultant/scheme 
MARKETING <> VALUE TO <> MARKETING 
++ 
STRATEGY THE FIRM AWARENESS 
il = 0.198 Z=3.21 fl = 0.27 Z=4.25 
MARKETING <> ASSESSMENT <> MARKETING 
++ 
STRATEGY OF CONSULT AWARENESS 
ß=0.21 Z=3.23 fl = 0.29 Z=3.98 
MARKETING <> RECOMMEND <> MARKETING 
STRATEGY THE SCHEME AWARENESS 
f2 = 0.31 Z=3.45 f2 = 0.34 Z=3.09 
SCHEME IN <> MARKETING 




The following symbology will be used throughout Chapter 
Nine. 
A line and double arrows (< >) indicates that the 
relationship has been identified by hierarchical log-linear 
model and linear-by-linear association model for ordinal 
data. 
A line () indicates that the relationship has only been 
identified by hierarchical log-linear model. 
Double arrows without a line (< >) defines that the 
relationship has only been identified by linear-by-linear 
association model for ordinal data. A plus (+) or minus (-) 
sign shows that the relationship is positive or negative. 
The hierarchical log-linear models (Appendix 7.5) were used 
to test the hypothesis that a relationship exists between 
knowledgeability measures and the implementation of 
recommendations contained in the strategic plan. 
As Appendix 7.2 (Section 3) shows, there were a number of 
questions related to the implementation of recommendations. 
Firms were mainly asked to respond if they had implemented 
the recommendations in each category, recognising the 
limited time for some of them to implement the 
recommendations offered by the consultant. 
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In spite of such a limitation, some preliminary results have 
been obtained. The results from the hierarchical log-linear 
models show that the implementation of recommendations 
regarding product/market is related to two knowledgeability 
factors: marketing strategy and marketing awareness. The 
linear-by-linear association model for ordinal data produces 
significant n and Z values for the nature of both 
relationships. Figure 9.2 shows the relevant results and 
statistics. 
Figure 9.2 Relationships between knowledgeability factors 
and implementation of recommendations 
MARKETING <> IMPLEMENT. <> MARKETING 
+ RECOMMEND. + 
STRATEGY PROD. /MARKET AWARENESS 
fl = 0.28 Z=3.31 fl = 0.26 Z=2.86 
MARKETING <> IMPLEMENTATION 
+ OF ORG/ADMINIS. 
STRATEGY RECOMMENDATIONS 
il = 0.21 Z=2.57 
Another relationship identified through the application of 
the hierarchical log-linear model is the interaction between 
the implementation of administrative and/or organisational 
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recommendation and increased knowledgeability of marketing 
strategy. These results confirm what Ames (1970) considers 
as essential for effective implementation of a strategic 
marketing plan: a thorough understanding of the marketing 
concept and strategic planning by management, and the 
installation of administrative mechanisms for effective 
implementation of the concept. 
9.1.4.4 Knowledgeability Factors and Further Use of 
Planning 
To answer the question 'would knowledgeability encourage 
further use of planning' it is necessary first to develop a 
measure of further planning. Two questions in the 
questionnaire permit this (questions 4.3 and 4.4 of Appendix 
7.2). A composite measure of the responses to each produces 
the following possibilities: 
1. New plan revised every six months to one year. 
2. Updated plan revised every 6 months to one year. 
3. New or updated plan revised every two or more years. 
4. An unchanged version of the original plan. 
The hierarchical log-linear models were used to attempt to 
verify the existence of a relationship between this variable 
and the knowledgeability factors. No relationship was 
identified. However, the application of a linear-by-linear 
association model for ordinal data (Appendix 7.5) produces 
positive relationships between knowledgeability factors and 
further use of planning. This result needs to be interpreted 
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with caution: the linear-by-linear association model for 
ordinal data considers all data as ordinal, and as such 
makes an additional assumption with which the positive 
relationship holds, otherwise no relationship is identified. 
Although it is legitimate to conclude that there is some 
positive relationship between knowledgeability factors and 
further use of planning, the evidence is less convincing 
than with previous results, where both hierarchical log- 
linear and linear-by-linear association models for ordinal 
data identified a relationship. The significant positive 
values for n indicate that higher levels of knowledgeability 
are associated with more regular planning within the firm. 
Figure 9.3 shows the relationships and n and Z values. 






INCREASED MKTG. FURTHER INCREASED KNOW. 
++ 
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9.1.5 FURTHER USE OF PLANNING AND FIRMS' CHARACTERISTICS 
The relationship of the variables that explain firms' 
characteristics (Section 8.1) and further use of planning 
(previous Section) was also considered. Two interactions 
were identified by the hierarchical log-linear model: the 
relationship between allocation of marketing responsibility 
and further use of planning, and the existence of business 
planning and further use of planning. The linear-by-linear 
association model for ordinal data identified that both 
relationships are of a positive nature (Figure 9.4). 
The result implies that where there is an individual 
responsible for the marketing activities, the firm is more 
likely to follow up with planning activity. 
Figure 9.4 Further planning and firms' characteristics 
FURTHER + MARKETING 
PLANNING <> RESPONSIBIL. 
n=0.74 Z=2.85 
FURTHER + EXISTENCE OF 





The positive relationship between the existence of business 
planning and further use of planning suggests that previous 
experience of planning has a positive effect on its further 
use. No relationship was identified between marketing 
planning and future planning. This is due to the fact that, 
as discussed in Chapter eight, the level of marketing 
planning practised in the firms was very low, and for this 
reason it is not possible to identify any relationship. 
9.2 IMPACT OF THE SFM SCHEME ON PERFORMANCE 
9.2.1 INTRODUCTION 
r 
Within the scheme it is assumed that by providing firms with 
a marketing consultant, with the objective of offering them 
a marketing plan, they will adopt a wider use and practice 
of marketing. Furthermore, it is implicitly assumed that the 
extended use of marketing planning will eventually be 
translated into a better performance of the small/medium 
sized firms, and they will become more prepared for the 
challenges of a competitive market (Figure 9.5). 
Figure 9.5 Problem, solution and and result for the SFM 
scheme intervention 

















The prime motive for the firms which chose to use the SFM 
scheme was improvment in their performance. This has also 
been the ultimate objective of the scheme itself, and is an 
important issue to consider, but one which can only be 
addressed in the later stages of its use. As discussed 
previously (Section 8.3.2) it is too soon to address them 
fully at this stage, recognising the limited time available 
in some cases, for implementation of the consultant's 
recommendations. Therefore the full financial benefits of 
the SFM scheme can only be assessed at later stages. At 
most, the early results can only be viewed as an indication 
for further studies. To evaluate the effect of the scheme on 
performance it is necessary to develop tangible measures of 
success. The issue of planning effectiveness and the 
development of measures for its evaluation were discussed 
earlier (Chapter Three). Having identified the appropriate 
performance measures, it is then possible to assess the 
level of performance achieved by these firms. It would be 
necessary to compare the results achieved by the firms in 
the sample with firms that never used such a scheme but with 
the same characteristics, that is, to find firms with the 
same age, in the same business, operating in the same 
geographical area and having the same ownership pattern. 
This matched sample would work as a control group. In this 
way the question would concern what would have happened to 
the company in the absence of the SFM intervention. However, 
because of the time scale, it is not possible to look at the 
impact on performance at this stage and as such this does 
not constitute the main purpose of this study. Nevertheless, 
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in spite of the time limitations, a first step towards the 
evaluation of the SFM scheme on performance has been taken. 
It should be remembered, as discussed in Chapter Three, that 
the development of appropriate measures for evaluating 
performance is in itself a controversial problem. 
9.2.2 PERFORMANCE VARIABLES 
There were a number of question, in the survey aimed at 
evaluating the effect of the SFM scheme on the performance 
of the firms. They were asked (Appendix 7.2, questions 2.45 
to 2.52): 
How the Support for Marketing Scheune had contributed to 
- increase in turnover 
- improved profitability 
- formulation of future plans 
- expansion/entry to foreign markets. 
The available scores were: 
1-A great deal 
2- Certain extent 
3- Not yet, but expected in the future 
4- Not at all 
Table 9.4 shows the percentage of responses for each 
category on the scale and for each variable. 
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In spite of the short time elapsing since the completion of 
the project by most of the firms, it has been possible for 
the firms to identify some results. As shown in Table 9.4, 
for some of the firms, the scheme had already contributed to 
performance. Between 32% and 37% believe that their 
turnover, profitability, market share, number of customers 
and employees have improved 'a great'deal' or 'to a certain 
extent', as a result of the help received through the 
scheme. Between 27 and 40% expect to see these benefits 
appear in the future, in most cases within the next one or 
two years. There has also been a stronger and more immediate 
impact in the areas of providing marketing capability, a 
sense of direction, and devising future plans. Between 77% 
and 86% of the firms have found the process of intervention 
to have already been of 'a great deal of benefit' or 'of 
benefit to a certain extent' in these areas. There has also 
been an impact on international competitiveness, although to 
a lesser extent (between 23% and 33%). Other firms expect 
that this contribution will be shown in the future (20% to 
29%). Firms find that their overall performance has been 
positively influenced as a result of the expert 
intervention. Only 18% find no overall benefit. 
Because of interrelationships between individual performance 
measures, it is more meaningful to use the factors that 
represent them. As each factor represents a number of 
variables, far fewer variables are involved in the analysis 
of the relationships. This leads to a clearer picture of the 
relationships. As already discussed, factor analysis 
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(Chapter Seven) can be used to reduce the knowledgeability 
variables into a few factors. 
Table 9.4 Performance variables and the percentage of 
responses for each score. 
% OF RESPONSE TO 
EACH SCORE 
PERFORMANCE VARIABLES 
1 2 3 4 
Contributed to increase customers. 8 29 30 33 
Contributed to increase market share 6 31 33 30 
Contributed to increase turnover 7 29 40 24 
Contributed to improve profitability 5 27 32 36 
Contributed increase no. employees. 8 24 27 41 
Helped improve overall performance. 7 58 17 18 
Helped devise future business plan. 29 52 1 18 
Increased management self confidence 27 50 2 21 
Provided greater sense of direction. 40 46 4 10 
Increase marketing expertise in firm 30 48 4 18 
Expansion/entry to foreign markets. 11 20 26 43 
Improved direct export. 2 21 29 49 
Int. competitiveness import substitu. 5 18 20 57 
1=a great deal 
2= certain extent 
3= not yet, but expected in the future 
4= not at all 
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9.2.3 FACTOR ANALYSIS APPLIED TO PERFORMANCE FACTORS 
As the objective at this stage was also the reduction of 
performance measures to a few underlying dimensions 
(factors), the same procedures used for the knowledgeability 
variables were again applied: R-factoring, principal 
component analysis and varimax rotation (see Section 9.1.3). 
Adequacy of application of factor analysis. was also assessed 
(see Appendix 7.4). The factor matrix showed high 
correlations between variables. Measures of sampling 
adequacy ranged from 0.71 to 0.93. For only two variables 
was this measure under 0.80, the rest of them were above 
0.80. As seen previously the results are mainly 
'meritorious' or 'marvellous'. The Kaiser-Meyer-Olkin 
measure of sampling adequacy for all variables (0.862) and 
the Barlett's test of sphericity (Norusis, 1985) indicate 
the appropriateness of factor analysis. 
For the selection of the number of factors, the eigenvalue 
rule was applied. The application of the rule seemed 
justified, as the three factors identified in this way 
summarized 66.4% of the total variance and the grouping of 
the variables was reasonable (see Appendix 7.4). Table 9.5 
shows the eigenvalues and percentage of variance. 
Table 9.6 shows the factor loadings. The loadings are quite 
acceptable using the already mentioned criteria of Comrey. 
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Table 9.6 Factor analysis of performance measures. 
FACT. FACT. FACT. VARIABLES 
1 2 3 
. 865 Contributed to increase customers 
. 769 Contributed to increase market share 
. 740 Contributed to increase turnover 
. 729 Contributed to improve profitability 
. 655 Contributed increase no. employees 
. 501 Helped improve overall performance 
. 786 Helped devise future business plan 
. 785 Increased management self confidence 
. 748 Provided greater sense of direction 
. 614 Increase marketing expertise in firm 
. 894 Expansion/entry to foreign markets 
. 738 Improved direct export 
. 703 Improved international 
competitiveness (import substitution) 
6.17 1.34 1.13 Eigenvalucs 
47.50 10.30 8.70 % of Variance 
Varimax rotation converging in 6 iterations. 
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The three components that summarize the 13 questions in this 
category were named as: 
- Performance measures (Factor 1) 
- Marketing planning capabilities (Factor 2) 
- International competitiveness (Factor 3). 
Table 9.5 Communalities and cigonvaluen for the performance 
variables. 
FINAL STATISTICS: 
VAfIABLL COMMUNALITY " FACTOR 
P2451A . G74G2 " 1 P2452A . 69047 " 2 
P2453A . 79037 " 3 P2434A . 74341 " 
P2455A . 58123 " P246AA . 67310 " P24613A . 53006 " 
P247A . 87354 " P248A . 55647 " 
P249? . 67000 " 
P250A . 68339 " P251A . 66072 " P252A . 49036 " 
EICENVALUE PCT Or VAR CUM PCT 
6.16931 47.5 47.5 
1.33599 10.3 57.7 
1.12934 0.7 6G. 4 
Tho of fact of tho cchomo on tho Pirmr. occurs tirctly in 
holping thorn to improvo thoir porformanco in aroau such as 
increased turnover, improved profitability, and increase in 
the number of the customers. Socondly firms are helped to 
increase their marketing capability, and finally their 
international competitiveness is enhanced. 
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9.2.4 PERFORMANCE FACTORS AND THEIR RELATIONSHIP WITH OTHER 
VARIABLES 
It was argued earlier (Section 8.1) that the benefits firms 
receive from the SFM intervention may be related to the 
firms' characteristics. At this stage the interest lies in 
finding if there is such a relationship. Performance factors 
are the variables that represent the benefits firms received 
through the intervention of the SFM scheme. By looking at 
the relationship of performance factors with firm's 
characteristics it is possible to sea how characteristics 
can influence the benefits received. 
9.2.4.1 Performance Factors and Firms' Characteristics 
The relationship of the performance factors with all the 
characteristics available in this study was considered. The 
hierarchical log-linear models (Appendix 7.5) were used to 
examine the relationship between performance factors and the 
following variables: 
existence of marketing and business planning from the 
firms' and senior industrialist's point of view, 
- allocation of marketing responsibility within the firm, 
- number of employees, 
- turnover and 
- number of years the firms were trading. 
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The hierarchical log-linear analysis shows that performance 
factors do not relate to the state of planning in the firm 
at the beginning of the project, or to the allocation of 
marketing responsibility within the firm, or to the number 
of employees. The only identified relationship is of 
performance measure factor to turnover. The linear-by-linear 
association model for the ordinal data (Appendix 7.5) was 
used to examine the nature of the relationship. The n value 
for this relationship is - 0.25 and the Z value is - 2.23. 
The significant negative n value shows that the impact on 
performance measures is shown to a greater degree for firms 
with a smaller turnover. In fact this result is quite 
interesting and understandable: it is too early to see the 
impact on performance of firms, but for those with a smaller 
turnover, the improvement is clear enough oven at an early 
stage. 
The lack of relationships between performance factors and 
firms' characteristics suggests that for this sample, impact 
on performance is not related to firms' characteristics. The 
next section will discuss whether or not the impact on 
performance is related to the operation of the SFM scheme. 
9.2.4.2 Value to the Firm, Evaluation of Consultant/Boheme 
and Performance Factors 
It was discussed earlier (Chapter 10) that most firms found 
the SFM scheme to be of good value. In the evaluation of the 
SFM scheme in any way related to the performance factors? 
The hierarchical log-linear models show that the value of 
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the SFM scheme to the firms interacts with two performance 
factors: performance measure and the marketing capability. 
The linear-by-linear association model for ordinal data 
shows that the relationships are positive and significant, 
indicating that the attribution of higher values to 
experience is related to greater contribution to the 
performance measures factor and marketing planning 
capability factor (Figure 9.6). This result shows, as would 
be expected, that an important factor influencing the value 
of the SFM scheme to a firm is its impact on performance. 
Do the performance factors relate to the performance of the 
consultant? The hierarchical log-linear models identified 
that the same two performance factors, i. e. performance 
measures and marketing planning capability interact with the 
consultant's performance. There is not only a relationship 
between these variables, but the linear-by-linear 
association models for ordinal data indicated that the 
relationship is of a positive nature (Figure 9.6). 
A positive relationship between contribution to performance 
and perceived value is not surprising and would be expected. 
But the positive relationship between evaluation of the 
consultant and the performance factor is of particular 
interest. It indicates that where the consultant is 
evaluated as performing wolle there is a higher contribution 
of the SFM scheme to performance. This shown how 
satisfaction with the external export can influence results 
achieved by the firm. 
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Figure 9.6 Value to the firm, evaluation of the consultant 
and performance factors. 
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As would be expected, where the SFM scheme has a positive 
impact on the actual performance, the firm is likely to 
recommend it to others. The hierarchical log-linear models 
identify interactions between all performance factors and 
recommendation of the scheme to other firms. The results 
obtained by the linear-by-linear association models for 
ordinal data confirm the existence of a positive 
relationship between the recommendation of the scheme and 
the performance factors (Figure 9.7). 
An interesting result identified by hierarchical log-linear 
model is that the implementation of consultant's 
recommendations is also affected by the degree of 
satisfaction with the consultant. The results show that 
implementation of the recommendations regarding the 
product/market is po product/market is positively 
performance. The linear-by-linear association model for 
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ordinal data has identified a positive and significant 
relationship, with na0.61 and Z-2.94. 
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9.2.4.3 Performance Factors and Implementation of 
Recommendations 
An interesting issue to address is if the implementation of 
recommendations contained in the plan is related to 
performance. As suggested by the proscriptive literature 
(Chapter Two), it is legitimate to expect that improved 
performance would occur as a result of implementation of the 
recommendations proposed by the marketing consultant. Is 
there any evidence to support this relationship? 
The results show, in fact, that there are relationships 
between performance and the implementation of 
recommendations. When looking at these results, the 
limitations that these relationships represent should be 
borne in mind. As explained previously, with all the 
relationships that involve performance measures, the same 
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note of caution is necessary: it is too early to see the 
impact of performance. With this in mind, the following 
relationships should be considered. 
The hierarchical log-linear model identified the interaction 
of the marketing planning capability factor with the 
implementation of recommendations regarding product/market 
and organisation and administration. The linear-by-linear 
association models for ordinal data identified a positive 
relationship. The results show that where the SFM scheme is 
thought to have contributed to the marketing planning 
capability of the firm, there is a tendency for more 
recommendations regarding the product/market and 
administration and/or organisation to have been implemented 
(Figure 9.8). 
Figur© 9.8 Marketing planning capability factor and 
implementation of rocommandationa 
RECOMMENDAT. + MARKETING + ADMINISTRAT. 
PRODUCT/ > PLANNING <> ORGANISATION 
MARKET CAPABILITY RECOMMENDAT. 
FACTOR 
n-0.33 Z-2.92 n-0.22 Z-2.55 
The hierarchical log-linear models also show that the 
performance measure factor in related to the implementation 
of recommendations regarding price strategy, 
customer/supplier and organisational and administrative 
recommendations. The linear-by-linear association model for 
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ordinal data identifies that not only is there a 
relationship, but that it is positive. 
These results show that the implementation of 
recommendations regarding price strategy and 
customer/supplier soon improves the performance of the firm, 
recalling that the performance measures factor included 
variables such as increased turnover, increased profit, and 
increased market share. The relationship between the 
performance measure factor and the implementation of 
administrative and organisational recommendations shows how 
important it is to secure the administrative and 
organisational support in order to have improved 
performance. The il and Z values show that the interactions 
are positive and significant (Figure 9.9). 




















Although there are only a few positive relationships, they 
clearly show that implementation and performance are related 
to one-another. 
As was mentioned earlier (Chapter One), the senior 
industrialist visits the client approximately three months 
after completion of the project, during which he enquires 
about the firm's initial reaction and overall evaluation of 
the operation (see Appendix 1.5, Questions 3 and 9). The 
overall evaluation is the firm's global assessment of the 
consultant and the whole process of the operation of the SFM 
scheme, which is reported to the senior industrialist in his 
final visit to the client firm. It is useful to see if there 
is any relationship between performance factors and these 
variables. The identification of the relationships pin- 
points how overall satisfaction or dissatisfaction with the 
SFM scheme affects the benefits firms derive from it. The 
hierarchical log-linear models identify that the overall 
evaluation interacts with all three performance factors and 
the initial reaction interacts with performance and 
marketing capability factor. The linear-by-linear 
association model for ordinal data shows positive 
relationship with significant n and Z values (Figure 9.10). 
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Figure 9.10 Overall evaluation, initial reaction and 
performance factors 
n=0.28 Z=2.71 INITIAL 
REACTION 



















Where firms evaluate the SFM scheme positively, they have 
improved performance. It is hard to say if the positive 
overall evaluation is as a result of batter performance, or 
conversely, that positive overall evaluation of the SFM 
scheme has an impact on better performance. But whatever the 
case, the result worthy of note is the relationship of the 
overall evaluation and initial reaction with the 
consultant's performance and operation of the scheme. Indeed 
the hierarchical log-linear models identify that both the 
overall evaluation and initial reaction are related to the 
consultant's performance and to the operation of the SFM 
scheme. The linear-by-linear association modal for ordinal 
data showed a positive relationship (Figure 9.11). 
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The result clearly indicates that the impact of the SFM 
scheme is largely related to how it is executed. It also 
shows that although the real impact on performance is a 
consequence of implementing the recommendations, such 
implementation requires firms firstly to have a positive 
experience with the expert and the operation of the SFM 
scheme. 
Figure 9.11 Implementation prospects and initial reaction 
and evaluation of the scheme/consultant. 
11=0.51 Z=3.80 INITIAL t1-0.50 Z-3.38 
> REACTION 
++ 
SCHEME IN EVALUATION 
TERMS OF OF THE 
EXECUTION CONSULTANT 
>-OVERALL 
f1=0.57 Z-3.50 i1-0.38 Z-3.17 
EVALUATION 
9.2.4.4 Performance Factors and Further Planning 
It would be expected that as a result of the contribution of 
the SFM scheme to improved performance, firms would use 
planning more in the future. Thus, the relationship of 
further use of planning (Section 9.1.4.4) and performance 
factors was considered. It should be emphasized, however, 
that it is too early to sea the impact on performance at 
this stage. Nevertheless, the hierarchical log-linear models 
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identified a relationship between marketing planning 
capability factor and the further use of planning. The 
linear-by-linear association model for ordinal data 
identifies that the relationship is positive (n-0.19) and 
significant (Z value=2.06). As discussed in section 9.2.2, 
the contribution of the SFM scheme to variables that are 
represented by this factor has been more evident, compared 
to the other two factors (sea Table 9.4). It can be argued 
that as the contribution of the SFM scheme to other factors 
starts to emerge more strongly, firms will be encouraged to 
use planning in the future. 
9.2.4.5 Performance and Knowledgeability Factors 
It was argued that the knowledgeability variables are an 
intermediate step towards the final objective, which is 
improved performance. The relationship of the 
knowledgeability factors with a number of variables has 
already been discussed. The question is, are there any 
relationships between performance factors and 
knowledgeability factors? The hierarchical log-linear modal 
identified a number of interactions: increased 
knowledgeability of marketing strategy and the contribution 
of the SFM schema to marketing capability are related to one 
- another. Increased marketing awareness interacts with the 
performance measures factor and international 
competitiveness factor. The linear-by-linear association 
model for ordinal data identifies that the relationships are 
of a positive nature (Figure 9.12). 
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Figure 9.12 Knowledgeability and performance factors 
PERFORMANCE + INCREASED + 
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FACTOR AWARENESS FACTOR 
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It was argued that the knowledgeability variables act as 
intermediate variables before the final objective, which is 
improved performance. The results here clearly indicate that 
such an assumption is valid, but again, it is essential to 
remember that there is still little evidence of positive 
impact on performance. However, with the limited results 
available, it is possible to identify a positive 
relationship between knowledgeability and performance 
factors; i. e. higher performance is associated with higher 
knowledgeability. 
9.3 SUMMARY 
This chapter looked at the impact of the Support for 
Marketing scheme on firms that used it. First the impact of 
the SFM scheme on increased knowledgeability was considered. 




9.3.1 SUMMARY OF THE IMPACT ON KNOWLEDGEABILITY AND ITS 
RELATIONSHIP WITH OTHER VARIABLES 
This chapter identified that the SFM scheme had an impact on 
the knowledgeability of the firms. Knowledgeability 
variables were factor analysed and the relationship of these 
factors with a number of variables was considered. The 
results identified that there are few relationships between 
knowledgeability factors and firms' characteristics. 
Although the results in relation to the firms' attributes 
were very limited, more and stronger relationships were 
identified between the knowledgeability factors and the 
operation of the SFM scheme. The results identified how the 
performance of the consultant and the way the schema is 
executed can positively influence the knowledgeability of 
the firms. 
Enhanced knowledgeability was also associated with 
implementation of more recommendations. As to the 
relationship between knowledgeability factors and further 
use of planning, there is a positive relationship but it is 
not as strong as in other results. Figures 9.13,9.14 and 
9.15 show the major relationships of each knowledg©ability 
factor and a number of variables. 
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Figure 9.13 Knowledgeability of marketing strategy and its 
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Figure 9.14 Increased marketing awareness and its 
relationship with other variables 
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Figure 9.15 Knowledgeability of marketing operation and its 
relationship with other variables 






9.3.2 SUMMARY OF THE IMPACT ON PERFORMANCE AND ITS 
RELATIONSHIP WITH OTHER VARIADLES 
This chapter also identified that the SFM scheme had an 
impact on performance of firms. Although the real impact of 
the scheme is expected to appear at later stages, 
nevertheless some results have already been identified. 
Performance variables were factor analysed and the 
relationship of these factors with a number of variables was 
considered. The results identified that there are few 
relationships between performance factors and firm's 
characteristics. The only identified relationship was of the 
performance measure factor and the turnover. The lack of 
relationship between performance factors and firm's 
characteristics suggest that, for this sample, the impact on 
performance is not related to the firm's characteristics. 
More and stronger relationships were identified between 
performance factors and variables related to the operation 
and value of the SFM scheme. Value of the SFM schema to the 
firms has a positive relationship with two performance 
factors: performance measure and marketing capability. The 
same two factors are positively related to the performance 
of consultant as well. The recommendation of SFM scheme to 
others is positively related to all three performance 
factors, which implies that a positive contribution of the 
scheme to any aspect of performance encourages firms to 
recommend it to others. 
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Performance is also related to the implementation of 
recommendations. The results show a positive relationship 
between 'marketing planning capability' factor and two 
groups of recommendations: 'product/market' and 
'organisation and administration'. The 'performance measure' 
factor is positively related to recommendations related to: 
'price strategy', 'customer/supplier' and 'administration 
and organisation'. The results also reveal that 
implementation of recommendations is positively related to 
consultant performance. 
From senior industrialist's evaluation, a number of 
relationships emerged which mainly confirmed the results of 
the survey: 
- 'Initial reaction' of firms is positively related to two 
performance factors: 'performance measure' and 'marketing 
capability'. 'overall evaluation' of the scheme is 
positively related to all performance factors. Those 
results show that whore firms evaluate the SFM scheme 
positively, they have bettor performance. 
- Another interesting result is the relationship of 'scheme 
in terms of execution' and 'evaluation of the consultant' 
with 'initial reaction' and 'overall evaluation'. This 
result clearly indicates that the impact of the SFM scheme 
is largely related to how it is executed. 
Finally the relationship of performance factors and further 
planning was studied. The result identified a positive 
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relationship between 'marketing planning capability' factor 
and 'further use of planning' which indicates that higher 
performance is associated with higher knowledgeability. 
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CHAPTER TEN CONCLUSION AND FURTHER RESEARCH 
10.1 OVERALL IMPACT OF THE SCHEME 
This study looked at a programme designed to influence the 
practice of marketing planning in small/medium sized firms, 
and analysed the impact of marketing planning when firms are 
provided with such a plan prepared by an external 
consultant. 
In evaluating a scheme such as the SFM scheme two factors 
need to be considered: (i) the issue of effectiveness and 
its measurement and (ii) the factors that influence or 
determine the effectiveness. 
(i) The effectiveness of the marketing planning provided by 
the SFM scheme can be judged in terms of its contribution to 
the improvement of the performance of the firms. To be able 
to consider the SFM scheme offectivo, not only is it 
necessary for the intervention to produce improved results 
but there is also a need for such improved results to be 
maintained. 
To evaluate the effect on performance it is necessary to 
define tangible measures of success. The difficulty in the 
development of such measures and the shortcomings of 
different approaches have already boon reviewed in Chapter 
Three. Nevertheless a number of measures were formulated to 
assess the impact of the SFM schema on performance. 
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The next issue to consider is to sea if the improved results 
are sustained. To verify if the impact on the performance 
has been enduring it would be necessary to evaluate it for a 
considerable length of time, to do a longitudinal study of 
the impact which was impossible in this particular piece of 
work. 
Of course, the impact on performance is an important issue 
but it can only be addressed thoroughly at a later stage in 
the use of the scheme. For this study the data was collected 
soon after the completion of the consultancy project, with 
almost 90% of the firms having had the completed project in 
operation for less than a year. Therefore, it is too early 
to address fully the impact on performance bearing in mind 
the limited time for some of the firms to implement the 
recommendations offered by the consultant. The full 
financial benefits of the SFM scheme can only be assessed at 
later stages. 
However it is possible to evaluate the SFH schema in short 
term using intermediate moasuros of success. The specific 
choice of such measures is related to the underlying modal 
of planning. 
In Chapter Eight, the outcome of the intervention from 
systems and clinical approaches were described. In the 
systems approach the outcome of planning process and export 
intervention is the plan document, and its success is judged 
by the implementation of the recommendations contained in 
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the plan and the effect of implementation on success (Figure 
10.1) . Looking from this point of view, 
if the plan is not 
feasible for implementation, or the client firm is not 
convinced of its validity and appropriateness, or if it is 
implemented and does not meet with success, the tendency is 
for the client to stop the planning process. It tends to be 
seen as a once-in-a-life time experißnce. 
The clinical approach has a different purpose. Client 
learning is the central issue and the aim of the external 
expert is to help the client to improve understanding and 
develop competencies. This approach, even if the plan is not 
feasible for implementation or, when once executed does not 
produce the expected results, does not imply the end of the 
process. Indeed the client has gained a better understanding 
of planning and has developed competencies to use planning 
in future, capitalising on this experience. 
The purpose of intervention is, therefore, different in each 
approach. One concentrates on plan-action and the other on 
plan-thinking. The first looks at the plan output and 
examines how far the recommendations contained in the plan 
have been implemented, while the other approach considers 
the impact of the SFM scheme in building the client's 
capability. That is to say that the benefits of the planning 
process are not limited to the implementation of the 
recommendations. They include the change and development 
that the process of planning produces. 
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Figure 10.1 The process and outcome of the intervention in 
















The above approaches determine the intermediate variables 
that can be used to evaluate the SFM scheme in the short 
term. From the systems analysis approach the implementation 
of recommendations and early results on performance can be 
used to evaluate the scheme. From the clinical approach, the 
increased knowledgeability of marketing and marketing 
planning, and the further use of planning are appropriate 
indicators of the effectiveness. 
Another intermediate measure that can be used is firm's 
evaluation of the experience, i. e. to evaluate the SFM 
scheme from the user's perspective and find out which 
elements affect its perceived value. 
The above shows the intermediate variables that can be used 
to determine the effectiveness of the SFM schema. The next 
issue to address is the factors that influence the 
offectiveness. 
(ii) Three factors can be argued a priori as critical in 
determining the effectiveness of any consulting 
intervention: 
- the nature of the client firm, 
- the capabilities of the consultant, and 
- tho natura of consulting procono. 
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Obviously these three basic factors interact but the 
research allows us to clarify the individual and collective 
effects in the specific case of the SFM schema. 
These three factors will now be discussed and the supporting 
results related to each will be presented. 
10.1.1 THE NATURE OF THE CLIENT FIRM 
The findings of this study indicate that a firm's 
characteristics do not significantly affect the results. 
The key factor is the prior experience of planning. There is 
some evidence that firms' prior experience of planning can 
positively affect the benefits the firm receives from this 
experience. The result identifies that firms that already 
had a more developed marketing planning process tended to 
gain more strategic understanding with the exercise. 
Literature suggests (McDonald, 1982) that an the size of the 
firm increases, so does the practice of marketing planning. 
The results of this study show that size and marketing 
organisation per so do not seem to be of independent 
importance, except possibly to the extant to which size 
itself may imply more previous experience with planning. In 
fact, no relationship between size and marketing planning 
was identified, but the results reveal that delegation of 
marketing responsibilities to marketing managers is directly 
related to the size of the firms in terms of turnover and 
number of employees. 
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10.1.2 THE CAPABILITIES OF THE CONSULTANT 
As one might expect the assessment of the consultant 
influences the response to the recommendations. It is also 
clear that the evaluation of the SFM scheme itself exerts a 
further influence given the key role of the senior 
industrialist. The following results show how consultant 
capabilities and performance relate to perceived value of 
the SFM scheme by firms, implementation of recommendations 
and improved performance. Those findings clearly reflect the 
importance of the expert in the planning process: 
- The results show that the value of the Support for 
Marketing scheme and marketing planning is greatly related 
to the performance of the consultant and the degree to 
which he can influence the client firm. 
- The operation of the SFM scheme is another factor that 
influences the perceived value of the SFM scheme to the 
firm. These two results confirm that marketing planning in 
beneficial but needs to be done properly (Loppard and 
McDonald, 1987). 
- When firms are more satisfied with exports, they tend to 
implement more of the recommendations contained in the 
plan. 
- Satisfaction with the external export can also influence 
the results achieved' by the firm. The findings of this 
study identify that the contribution of the SFM scheme to 
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the performance of the firms is positively related to the 
performance of the consultant. 
- The marketing consultant can have an important role in 
fostering strategic orientation and marketing awareness in 
managers of small/medium sized firms. 
10.1.3 THE NATURE OF CONSULTING PROCESS 
There is evidence that a consulting process which focuses 
attention on the development of client capability or 
knowledgeability has a greater impact than one which merely 
aims to produce a marketing plan. 
This study identified that the process of marketing planning 
has an impact on knowledgeability of the firms. The 
experience gained from working with the Support for 
Marketing schema improves the marketing understanding and 
knowledgeability throughout the firm in general and in those 
who were directly involved in the work with the scheme in 
particular. The results also reveal that the marketing 
consultant has an important role in increasing marketing 
knowledgeability and awareness within firms. Thin in 
consistent with the procaso-oriontatod approach to 
consultancy (Schein, 1969) which aims at helping the client 
to improve understanding and increase compatanca for on- 
going change and dovolopmont. 
The increased marketing awareness and knowladgoobility of 
marketing strategy issues have a number of implications: 
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one of the main problems identified with the practice of 
marketing planning has been the lack of imp lame ntat ion. 
This study identified that knowledgeability and 
implementation are interrelated. Knowledgaability also 
influences the implementation of recommendations regarding 
the product/markets. An increase in knowledge of strategic 
marketing issues is related to 'the implementation of 
organisational and administrative recommendations 
contained in the marketing plan. This result is in 
agreement with Ames's (1970) view that the installation of 
administrative mechanisms is a necessary condition for the 
effective implementation of a strategic plan. Thus, the 
experience and consequently the learning outcome will 
enhance the possibility of implementing the 
recommendations contained in the marketing plan. 
Therefore, if the marketing planning process increases 
knowledgaability, it can be expected that implementation 
of the marketing plan will be more likely. 
The importance of knowledgaability as a prerequisite to 
adoption is well documented in the literature (S'trong, 
1925; Lavidgo and Steiner, 1961; Urban and Ilauscro 1900, 
O'Shaughnessy 1988). As discussed in Chapter Eight, 
different models of adoption suggest that awaroness and 
knowledge are indispensable stops in the process of 
adoption. Thus it is legitimate to conclude that a 
prerequisite for implementation of marketing planning in 
firms is increased marketing awareness and underatanding. 
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- This study shows that there is a positive relationship 
between knowledgeability and further planning. The result 
implies that increased marketing awareness and 
knowledgeability will encourage the firms to realize the 
importance of marketing planning and to use formal 
marketing planning processes in the future. 
- The value of the planning process to the f irm is also 
judged by the knowledgoability factors. Firms will find 
the Support for Marketing scheme, and consequently 
marketing planning, useful and of value if it contributes 
to their marketing awareness and improves their 
understanding of strategic marketing issues. This implies 
that firms roaliso the importance of strategic orientation 
and value the experience if it has had this positiva 
effect. 
- There is a positive relationship between knowledgoability 
and performance. The results clearly indicates that higher 
levels of knowledgeability is associated with better 
performance. Naturally increased knowledgoability by 
itself does not improve firm's performance, but this 
increased knowledgoability encourages more recommendations 
to be implemented and the implementation of 
recommendations leads to bettor performance. 
The above results clearly support the clinical approach to 
planning presented in Figure 10.2. 
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Figure 10.2 The process and outcome of the intervention in 
the clinical approach. 
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Based on the clinical approach to planning, the process of 
planning and interaction with the expert will increase the 
knowledgeability of marketing within the firms. The 
increased knowledgeability will encourage firms to implement 
the recommendations and use marketing planning in future. 
Therefore, even if firms do not implement all the 
recommendations, because they are nýt feasible or accepted 
by client firms, or recommendations have boon implemented 
and have not produced the expected results, the planning 
process still has an impact on firms' knowladgaability, 
which encourages firm to continua with the planning process 
capitalizing on previous experience. That in, 
knowledgeability and understanding of marketing planning 
issues have boon developed to a point that firms will sac 
its benefits and apply planning in future. Thin 
interpretation was particularly confirmed in the interviews. 
While some firms felt quite happy with the recommendations 
and wore implemonting them, others disagreed with them. The 
interesting point was that even in the latter cano they 
admitted that as a result of tho intervention they roalinod 
that an important business function was missing and that 
they would continua the planning process in the future. 
It should be emphasised that the approach adopted by the SFM 
scheme in providing assistance to small/medium sized firma 
is a particular process of intervention. It uses an external 
consultant together with a monitoring procedure. This 
monitoring system assists firms in understanding the nature 
of strategic planning and the process of managing the 
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consultant. It also evaluates the quality of report and 
assistance provided by the external expert. This process 
helps to use the consultant and his services effectively,, 
which confirms Machiavelli's view in relation to the seeking 
of advice (The Economist, 1988, p. 20): 
fiere is an infallible rule: a prince who is not 
himself wise can not be wisely advised.... good advice 
depends on the shrewdness of the prince who seeks it, 
and not the shrewdness of the prince on good advice. 
The major contribution of the SFM schema, at this stage, has 
been its effect in increasing knowledgeability and 
awareness. A Persian poem says: 
"One who does not know, 
and does not know that he does not know, 
will remain in absolute ignorance 
for ovor". 
By understanding the function of marketing planning, firma 
will not remain in total ignoranco of an important business 
activity. In fact, 'lack of knowledga and skills' has boon 
indicated by McDonald (1989) as one of tho "ton major 
barriers to the preparation and implementation of markating 
plans". Houldon (1986) in listing tho, foaturea of tho 
companies that have a wall-davolopod strategic managomont 
capability, among others, indicates (p. 90): 
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An awareness of the nature and importanco of corporate 
strategy and a good understanding of its relationship 
to day to day operations and their control, and ... 
... top executives possessing a sound conceptual 
basis 
for grappling with strategic issues. 
Although these are related to corporate planning, they 
nevertheless indicate the importance of knowledge and 
awareness of the benefits of planning in the firm, epecially 
among top executives. 
The positive impact on knowledgeability and awareness will 
therefore help to remove one of the 'barriers to the 
preparation and implementation of marketing plans', helping 
firms to use marketing planning more effectively in future. 
It is also necessary to emphaniso that the usefulness of the 
consultancy process provided by the SFM schema resides in 
its particular characteristic, which in the integration of 
firms in the planning process. This not only provides a 
learning opportunity for the firms, but also in practical 
ways shows the benefits of planning. Dakar and Black (1907) 
argue that it is not enough to tall managers to put in 
practice a particular concept if it in not supported with 
practical examples of how to achieva them. Thin affoct wan 
expressed by one of the intarviewoon in tho following terms: 
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"It was a very worthwhile experience. We learnt a 
great deal from working with the consultant. More than 
you realise. It goes to your subconscious". 
10.2 A CHANGE OF PERSPECTIVE IS REQUIRED 
As discussed in Chapter Four marketing planning has failed 
to respond to its claimed benefits. The fact that most firms 
are disenchanted by marketing planning and its results 
suggests that something might be wrong. 
Why has marketing planning failed to show the claimed 
benefits and "to storm the citadels of financial control 
systems" (The Times, 1986)? one argument is that it is not 
done properly (Loppard and McDonald, 1907). To say that it 
needs to be done properly, is a tautology without practical 
advice. The proliferation of prescriptive literature and its 
popular practice does not scam to have generated better 
results. Have, marketing plans failed because thoy did not 
conform with the proscriptive litaraturc? To accopt thin 
signifies that marketing exports have failed in thoir job, 
which is a strong assumption given tho abundanco of 
literature an how to prepare a plan, and the least ono could 
expect from a marketing export in to be ablo to produco a 
reasonably good marketing plan, i. c. according to the 
suggested methodology in the proccriptivo litaratura, Still 
others argue that the failure in duo to poor implamontation 




The findings of this research confirm that one of the 
reasons behind the failure of marketing planning in related 
to the approach taken by the expert. If exports take merely 
a systems analysis approach and have as their objective the 
preparation of a good prescription, they can hope to achieve 
very little. In-depth pilot interviews confirmed this. The 
following statements expressed in the interviews clearly 
show the influence of the approach taken by consultant: 
"I am not sure if we would use the same consultant. We 
had a certain amount of friction with our consultant 
in the early days, partly because they were very wall 
known company,, based in London, with national 
reputation. We ýelt they-natronized 
-us and 5je 
know a 
areat deal more than they Actumlly gave credit to u2 
=. I must admit that it confirmed one of my 
prejudices about the marketing consultant, Le, it in 
quite difficult to got what is useful out of coma 
tautological words. Sometimes consultant dress up 
quite simple' straightforward concepts into technical 
(marketing) jargon. We felt they were quito good in 
marketing themselves. We felt that wa got a lot of 
amount of paper for our money. A lot of it was fairly 
text book staff which was O. K. but it didn't tall us 
anything startling that we couldnit alroady answarad 
ourselves". 
Contrasting this statomont with tho following: 
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"It was just at a time in company's culture that we 
were ready to exploit marketing in its proper conso 
and so we have enjoyed the experience and actually put 
it to practical use in the current financial year and 
we have also retained the consultant who was 
recommended through Warwick University,, we retained 
them to work with us in formalizing a proper marketing 
plan over next 3 years. So that worked very wall. Ito 
was enthusiastic, he got involved with the company and 
showed a good level of commitment and we worked vary 
wall together. 
It was like having an extra employee to coma along to 
do those things that you always wanted to do, but 
never had the time to do it. It is quite beneficial to 
go in and take a professional time out, to sit with 
you and collect your own thoughts and also give you an 
outside view". 
The above statements show how the approach taken by the 
experts can influence the client firm. The following remark 
was made by one of the consultants in a meeting between the 
SFM scheme contractor at the University of Warwick and the 
consultants: 
"Wo give lots of good advico and rocommandationa to 
firms that thoy throw away". 
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This is a typical remark of those consultants who believe 
that the only problem is the quality of the advice or its 
implementation. Actually the statement reflects on the 
success achieved by this particular consultant in 
consultancy. If firms throw away his 'good' recommendations, 
surely his intervention has not produced any benefit to tho 
organisation. At most, his -intervention has produced or 
strengthened the existing prejudice about tho 
ineffect iveness of marketing planning and expert 
intervention. 
It is necessary for the consultants to take a clinical 
approach to planning and include in their objectives 
increased knowledgeability and improved capability for the 
client firm. 
The results clearly show the importance of the enhancement 
of client capability or knowledgoability,, particularly in 
the relationship of knowledgoability factors to a number of 
other variables. Firms evaluate tho SFM ochama positivoly 
and find it as a good value for money when it improves thair 
knowledgoability of marketing and markating planning. Whan 
the client understands the importanco of marketing planning 
and how it can help to improve his businaso, ho in likoly to 
implement mora of the recommendations, to una it in futura 
and as a result soo his parformanco improvod. Consultants 
can have an important rolo in fostering ouch undarotanding. 
Some of the comments made by firms aro of intoront: 
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"I feel very strongly about it. We were lucky with our 
consultant and they increased our knowledge of the 
market". 
"First of all it identified a lot of opportunities for 
US. We were very much an operating company, 
manufacturing led, where we want on from year to year 
working on budgets and forecasts, with very little 
thought of our market, what position we ware in that 
market and what role we ware actually playing and that 
I think was the first key from the mental thing that 
it provided for us. It also than enabled us to start 
gathering information in terms of analyning the market 
and specially looking at trends of market. During that 
period we were able to do a lot of market research on 
our own account and then we understood our company and 
our position in a much better sense". 
"Wo wore also a company that was very dopondont on one 
product and one customer and wo adopted a policy ..... 
to reduce the dependency of the firm on them". 
"We were able to undorutand our etrongtho and 
woaknossos". 
"Tho consultant was vary pleasant and professional. It 
was worthwhilo bocauso you got tho oxtra input. Whon 
you do this job for 8 or 10 yoaru and nobody Gaya 
anything, it is entirely your decision. It is vary 
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important somebody comes in and tells you what can ba 
done. This confirmation and additional input of 
thought is very important". 
a 
No doubt that it was very helpful to me and will be 
much more for those who do not know anything about 
marketing. 
"It formalized marketing and put structura to us. 
Rather than being sort of f colings, it was actually 
put down as a science". 
As mentioned above lack of implementation is considered to 
be one of the reasons for the failure of marketing planning. 
The results show that firms tend to implement more 
recommendations when their knowledgonbility has boon 
enhanced and when they are more satisfied with the 
consultant. 
10.3 PERCEIVED VALUE OF THE SCHEME AND ITS DETERMINANTS 
one of the intermediate variables used to evaluate the 
effectiveness of the SFM schema is its perceived value; that 
is how firms that used it evaluate it and what affacto their 
perceived value. The logical question is why value to the 
firm and its determinants are important? If the 
organisation's view of the intervention in not positive, if 
he does not believe that it has contributed in some way, it 
is unlikely that he will implement marketing planning in his 
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organisation. Marketing consultancy is a very delicate 
service. While a manufacturing or computer consultant enters 
into a firm and at the end of the project leaves a physical 
product in there, the marketing consultant leaves no 
tangible product. The only tangible product is a pack of 
papers. If some of the recommendations seem to be risky the 
firm's immediate reaction is not to' implement them. After 
all, they argue, the consultant has nothing at stake and the 
firm has to bear all the risks. 
It is therefore important to sea what value firms attach to 
the SFM scheme, what are the determinants of the perceived 
value and what implications it has. Through thisý study a 
number of results emerged. 
When firms are satisfied with the consultant, La. t where 
firms believe that consultant has performed wall, than they 
consider that the experience was good value for money. The 
firm's evaluation of the consultant in in terms of tho 
benefits that the consultant can bring into the 
organisation. When firms evaluate a consultant positively in 
terms of his performance, it means that the consultant has 
produced something that firm can work on it. It in the same 
as saying that "the f irm will not throw a bunch of good 
recommendations away". When firms are satisfied with tho 
consultant they tend to implement more recommendations which 
might lead to improved performance. 
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Value is also judged in terms of the SFM scheme's 
contribution to knowledgeability. This is a very interesting 
result, as it identifies that one of the determinants of the 
value is its contribution to knowledge. This result is 
important not only per se, but also in terms of its 
consequence. As it was reviewed in Chapter Three firms tend 
to use those techniques that they nr6 familiar with. Evan if 
there are more useful techniques to be used, firms tend to 
ignore them because of their lack of knowledge and the cost 
associated with the learning process. The implication of 
this result is that once a firm's knowledge of marketing and 
marketing planning is enhanced, it is more likely that they 
will use marketing planning in future. This result in 
confirmed by another relationship that for the further use 
of planning and value. Firms believe they will use marketing 
planning further in future if the experience has proved to 
be of value and furthermore they tend to implement more 
recommendations if they find the experience of value. 
10.4 IMPLICATIONS OF THE RESULTS 
In the previous sections the conclusions were dincusned in 
terms of the reviewed literature. An important inouo to 
address at this point in how the rcoulto obtained through 
this study can be used in practical terms, i. e.: 
- In what way those results can be of bonnfit to the DTI and 
SFM scheme? 
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- In what way they can be of benefit to consultant and 
client? and 
- flow these results may affect the policy towards small and 
medium sized firms? 
10.4.1 IMPLICATIONS FOR THE DTI 
As reviewed in earlier chaptersl literature suggest and it 
is confirmed by this study that the practice of marketing 
planning in small and medium sized firms in very limited. 
These firms rarely have a marketing manager with opocialict 
knowledge of marketing. Either there in no one responsible 
for the marketing activities of the firm or thin 
responsibility is part of the many duties of a goncral 
manager or other director of the firm. In thair budgat, no 
provision is made for the marketing function or training. 
Marketing is not a major concorn of small firms and an shown 
by thin study this is mostly because thay aro unawaro of its 
benefits and unsure of its valuo. Tha knowladganbility of 
issues related to markoting and practico of markoting 
planning is extremely limited within thono firma* Tho gap 
between what in advocated in thoory and what in boing dono 
in practice within small firms in enormous. What cooma to a 
marketing specialist as basic and mora common nonso, to moot 
small firms is totally unknown. Thay may havo an excollent 
idea for developing a now product, posaaac tha tochnical 
know-how to produce iti but do not daro to do coo bocauao 
they do not know how to markot it. Firma may hava a cuporior 
product for which a premium prico can bo chargodp but thay 
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do not do so because they are unaware of the market value of 
their product. Although approaching a marketing consultant 
is a possibility, as this study identified, firms find the 
price prohibitive, are unaware of the benefits brought in by 
the consultant and are unsure of its value for money. Even 
when they overcome the barrier of the cost they arc 
reluctant to use a marketing consultant because they do not 
know what criteria to use for their selection and/or to 
expect from them and essentially how to manage consultants. 
In one of the firms there was an outstanding idea for 
several years based on using their specialist know-how for 
the production of other products with the came raw material 
and engineering process. They never attempted to do no. Only 
when the marketing consultant was brought in and diccovorod 
this idea, could he work on it and show by facts and figures 
the great potentialities of the intended now product and the 
possibility of developing other now products using the unma 
process. This particular firm developed the new product and 
marketed it with success. They commented that in future they 
would call upon an external export to help them with their 
marketing problems. 
In another case a firm with 220 employees lacked any sort of 
marketing planning. Although they did not implamant tho 
recommendations suggested by the consultant providad by tho 
SFM schema, they realisad that tharo was a nood for planning 
the marketing activities of the firm and that they woro 
ignoring an important business function. Thin firm than 
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employed a marketing director to davolop a plan and organica 
the marketing activities of the firm. 
These examples are merely indicative of the lack of 
awareness of the benefits of marketing planning and 
contribution of an expert. The examples also show how firm's 
attitudes can change towards marketing planning and 
marketing experts. 
As discussed in earlier chapters this study identified that 
the SFM scheme had a positive impact on two major areas: 
- increased awareness and understanding of issues ralated to 
marketing in general and tho need for marketing planning 
in particular, and 
- improved performance. 
The question is how can these results affect the DTI policy 
toward the SFM scheme? Should it be continued? What features 
need to be changed and where should the emphasis be placed? 
To summariao, thiaýatudy nhowa that: 
- Small and modium sized firms gonorally lack markating 
awarenoss and undarotanding and raroly practica markating 
planning. Tho situation in labyamall and tharo in a nood 
to dovolop an undorstanding of markating principlan. 
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- It is unlikely that they will correct this situation on 
their own initiative. Cost and lack of awareness are major 
deterrents to its practice. 
- They need an external f orco to help them ovorcoma tho 
barriers of cost and lack of understanding and encourago 
them to practice marketing planning. 
Following comments made in in-depth pilot intarviows support 
the above: 
Wo would f ind it vary dif f icult to f ind tho right 
consultant and it would ba much mora axponsivo. 
Would have been frightened by the coat. 
We would not go to look for them. I would have carried 
on. The schema enabled me to confirm and have 
additional input in terms of ideas about the sale of 
our products, for a very good value for money. Many 
firms that you will interview would not go and pay the 
high fee. We did it because of the achoma, 
Ono of the problems we have is that wo aro very 
isolated from professional people. It in particularly 
useful for no and my colleagues to got in touch with 
professionals in this field to coo and to got a conco 
of what is available. 
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Therefore it is suggested that: 
- The DTI should continua the SM scheme an mcans to help 
the small and medium sized firms. 
- There should be a greater emphasis on client learning and 
development of capabilities. This development of client 
capabilities should consider the following areas: 
Increased awareness of issues related to markating. 
Increased awareness of I the benefits of marketing 
planning. 
Learning how to manage an external expert 
Research shows that access to low cost credit devised in the 
USA to help small and medium sized firms has boon of a 
limited impact compared to assistanCO in the form of in- 
depth strategic planning (Watts and Dizzol, 1900). The SFH 
scheme provides planning assistance. Ito interesting feature 
is that it requires not only financial involvomont of tho 
client but also a contribution of hin timo. Thin in an 
important characteristic that should be maintainod no it 
encourages the client firm to collnborato mora and got moro 
out of the exercise. 
This study shown that cliont Icarnincl And tha davolopmant of 
client capability should be a major concern. Tho SFH achama 
is one method of helping small nnd modium aizod firma to 
improva their undorstanding and awareness of marketing 
function and marketing planning. It can be argued that thia 
could bo also done by other methods such an training., Thin 
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research was not concerned with a comparative study of thin 
method of assistance versus others. Although other methods 
of assistance can be contemplated, it should be ramombared, 
that one of the most important characteristics of thin 
scheme is its "action learning" feature (Houldon, 1990) and 
that the merits of the SFM schema lies in the f act that it 
takes firms through the planning pr6cosse Thin involvement 
is an effective way of learning. 
In tho caso of tho SFM schemal tho intarvention of an 
external expert not only produces a marketing plan# but also 
increases awareness of issues related to marketing and 
marketing planning. Increased understanding of marketing and 
marketing planning will encourage firms to practice 
marketing planing further in future. 
Therefore the objective of a scheme of thin nature chould be 
that at the end of such intervention a client firm 
- has developed its knowledge of markotinge 
has realised the benefits of marketing planning, 
has learned how to work with a consultant and 
has obtained a plan document which helps to develop his 
future activities. 
If those objectives are achieved then the cliant f irm in 
ancouraged to implamont tho rocommondationa containad in tha 
plan and continua markating planning in futura. 
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It can be argued that firms have rated the SFM schoma 
highly, because for most of the firms this in the firat 
intervention of this nature. The consequent interventions 
may not be conceived as so positive. This argument in not a 
shortcoming of the'SFM scheme, rather it raises the innuo of 
what further activities need to be undertaken and in what 
way so that lasting results can ba'produced. In fact this 
process brings a firm to a now state of equilibrium. It 
should not be looked at as an end in itself but an one stage 
in the development process of the firm. To have lasting 
results this dynamic should be maintained. The insuo that 
needs to be considered in what other compotancion and 
capabilities firms need to develop in order to continue tho 
process initiated by the SFM scheme and maintain the 
momentum created by the consultancy process. Thin point 
suggest that there is a need for progressive docroaco in 
client dependency on exports.. 
As discussed previously this study argues that there in a 
mixed mode in the approach taken by the schema: 'clinical' 
and 'systems analysis, approach. This study racommanda that 
'client learning' should be considered an a major objactiva 
which implies more emphasis on the 'clinical@ approach* Tha 
question in if the combination of tho two approachaa would 
improve the impact of marketing consultancy or raduca tho 
effectiveness of each approach taken noparataly, i. a. # in 
there a 'synergy, or an lallargy'? 
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Literature suggest that the two approachas taken together 
strengthen each other (Archibald, 1970). Thin study confirms 
that there is a synergy, but it in difficult to say how much 
synergy is obtained. Thera is a synergy in tho sense that 
although there is a "clinical" approach where the objoctivo 
is the development of the client capability, at the same 
time the presence of the I'systems analysis" approach given 
focus and purpose. The schema contractor, client and the 
external export all know to what and they are working and 
have a point of reference. The plan document functions as a 
working instrument. The allergy nay come as a result of the 
preoccupation with the preparation of a plan, which can 
deviate from the 'clinical' purpose, with tho davolopmant of 
client capability as its main objective. 
10.4.2 IMPLICATIONS FOR THE SCHENC CONTRACTOR 
In what ways can this study bo of banofit to tho achomo 
contractor at the University of Warwick? 
This study indicaten throo aroan in which tho achoma can 
improve ito functioning: 
- How to approach the client firm when trying to promote the 
SFM scheme, i. e., what bonafitn to cmphanina when meeting 
them. 
How to brief a consultant as to tho moda of conoultancy. 
How to prepare senior industrialists for thair job. 
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In the previous section it was mentioned that the marits of 
the SFM scheme lia in the fact that it takes f irms through 
the planning process. It was also mentioned that one major 
outcome of the SFM scheme is its impact on awareness and 
understanding of the client firm. The results also chow that 
the scheme has contributed to the performance of tha firms. 
Based on the results of this ' study the following 
recommendations are suggested to the schema contractor: 
- When approaching the client firm, the main objective 
should be to help him understand the importance of the 
marketing planning within the firm. The objective should 
be that even if'thoy don't end up using this particular 
scheme, they have been sonsitisad towards the need for 
marketing planning. 
Preparing firms on how to manage a consultant should be a 
priority for the scheme contractor. When briefing firms on 
how to manage the consultanto firms should bo encouraged 
to participate in the planning process and provido tho 
external export with all the relevant information and 
ideas they possess. At the and of thin process, tho cliont 
firm should be capable of 'using a markating consultnnt 
when needed and to manage him in tho bout way for tho 
benefits of his firm. 
When briefing consultantai the SFM schomo should omphanica 
that their major objoctivo has to ba not only tho 
development of a strategic marketing plan but aloo tho 
onhancoment of tho cliont capability. 
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This indeed can be a dilemma for the scheme contractor. Tho 
scheme contractor needs to evaluate the performance of the 
marketing consultant in order to ensure that a certain 
standard of quality in consultancy is achieved. Generally 
this is done by looking at the components of the plan and 
deciding how comprehensive it is using the normative 
literature as a point of reference. Nevertheless thin should 
not be the only concern. Plan output in only one aspect of 
this process. The other aspect is the development of the 
client's capability which is far more difficult for the 
scheme contractor to evaluate. 
10.4.3 XHPLICATXONS POR THE CONSULTANT 
A number of relationships and results arc of particular 
interest to consultants. As discussed carliarl one of the 
factors affecting the perceived value of consultancy schema 
provided by Support for marketing in the incronood 
knowledgeability of the client firm. Incroased 
knowledgeability has a positivo impact on implomantation of 
recommendations which in its turn improves firmIn 
performance. It also in related to further practice of 
marketing planning. Furthermore; the results identify that 
the development of client knowledgoability in ralatod to 
consultant's performance* 
A plant no matter how comprehensive is not of any valua if 
it is not implemented. Lack of iloplomantation justifiably 
has boon considered as one of the main roacona for tho 
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failure of marketing planning. The results identify that 
when firms develop a better knowledge of marketing, they 
tend to implement more recommendations. This result clearly 
indicates that consultants should consider the development 
of client knowledgeability and capability an a major 
objective in their intervention. The recommendations might 
be crystal clear for the consultant himself or any other 
individual with knowledge and understanding of marketing, 
but it may not be for the client firm. The consultant needs 
to convince the client firm of the validity of his 
recommendations and leave them clear enough for the client 
firm to act upon. The consultant needs to racogniso that his 
language or rationale may not be understood by the client 
firm. Ile needs to make sure that the client firm understands 
them and through this process the client can develop hia 
capabilities and understanding of marketing. 
Another important issue that needs to be considered vary 
seriously by the consultant in the specific nature of firma 
that are asking for the intervention. These arc amall/modium 
sized firms with *a vary limited practice of marketing 
planning, mostly with nobody with spocialicad marketing 
knowledge responsible for the marketing activition of the 
firm. The audience in such firms in totally different from 
firms that have established marketing dopartmanto with 
marketing personnel. The consultant needs to racognica thin 
difference and adapt his intervention to the apacific 
characteristics of the small/medium nizod firms. 
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Another consideration is that the consultancy process may 
increase or decrease the client's dependency on the 
consultant. This can produce a vicious circle where the 
client loses his confidence and becomes totally dependent on 
the expert, or alternatively, it can generate a virtuous 
model where the client learns when and how to use an expert. 
This is an issue that should be regarded seriously both by 
consultant and client. 
Therefore it is recommended: 
- The consultant needs to realise that his responsibility is 
not only the preparation of a strategic marketing plan. 
The development of the client capability must also be a 
major concern. 
- To achieve these objective, the consultant needs to adopt 
a clinical approach to planning. A prescriptive approach 
to planning entails providing the client with a ready-made 
solution. In this way the client may not acquire enough 
competence to solve the same kind or similar problems in 
the future. 
- To involve the -client f irm as much as possible in the 
planning process. 
- Consider the client and his inputs and views as a valuable 
and important source of information. 
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- Avoid strong dependence of the client on the expert. 
Increased dependency will impede the client's ability to 
develop capacities to diagnose and solve problems. 
10.4.4 IXPLICATION FOR OTHER SXALL AND MEDIUM SIZED FIRMS 
The sample in this study is a twice self-selected sample. It 
is a twice self -selected sample in the sense that f irst 
there was a sample of firms that chose to-apply for the SFM 
scheme and later a sample of these firms chose to respond to 
the questionnaire. This study also considers a group of 
small and medium sized f irms which applied for the Support 
for Marketing scheme in a particular geographical area, i. e. 
the Midlands. Firms which chose to respond are mostly from 
three groups of Industrial Classification, namely: 
- metal goods, engineering and fishing (37.8%). 
other manufacturing industries (25.6%). 
banking, finance, insurance, and business (13.4%). 
Considering these facts, the question may arise of how 
specific are the results and how generalisable are they? Is 
there any reason for a particular conclusion to be true for 
one sector rather -than the other? A big percentage of the 
sample is from a declining sector. How does this affect the 
results in general? The question is if the results obtained 
in this study are generalisable to other sectors of the 
industry and to the small firms in general. 
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The first question to consider is given the sector bias, how 
atypical are the firms that apply for the SFM? The fact that 
some f irms apply for the SFM scheme and others do not may 
suggest that there is a dif f erence between them. It can be 
argued that firms that apply for the Support for Marketing 
scheme have already some level of awareness and interest and 
are slightly above average in terms' of their knowledge of 
their external environment, and possibly also, in terms of 
their initial pre-disposition toward s learning and 
understanding. This argument, given the limited practice of 
marketing planning, reinforces the need for schemes such as 
the Support for Marketing. It also implies that it is 
necessary to find ways of attracting firms that are below 
average in terms of their awareness and interest. 
The question of the sector bias is of course a rather 
different issue but also less critical. First, in terms of 
national economic performance, it is now widely recognised 
that the manufacturing and engineering sectors remain 
critical. The old argument that a successful economy could 
be built purely around "services" is now recognised as at 
best optimistic and at worst totally misleading. Therefore 
the competitiveness of manufacturing and engineering remains 
a key concern in any approach to national economic success. 
Second, the reports and researches in the area of marketing 
planning are widely indicative of the low practice of 
marketing planning'within firms and in particular small and 
medium sized firms. Although the sample does not represent 
all sectors and all regions, there is no reason to believe 
308 
that other small and medium sized firms do not have the same 
problems and such a scheme would not be of interest to them. 
Therefore the limited evidence on marketing knowledge and 
application in other growing centres of the economy tends to 
reinforce the results found in the sample. There is little 
reason to believe that the general results in terms of both 
the current situation and the likely benefits of the SFM 
scheme would be different for. a less bias sample. 
What this study suggests is that the planning process as 
devised by the SFM scheme increases knowledgeability within 
small firms. The increased knowledgeability encourages firm 
to implement the recommendations contained in the plan and 
use planning in future. Certainly this result can not be 
limited to the Midlands nor to a particular sector. The fact 
that marketing consultancy has positively influenced the 
performance of even a declining sector shows how important 
and beneficial its effect can be. 
10. S LIMITATIONS 
10. S. 1 IMPACT ON PERFORMANCE 
The prime motive of f irms for using the SFM scheme was to 
improve their performance, which was also the major 
objective of the scheme itself. Therefore, a positive impact 
on performance of firms is an important issue. In this 
study, however, firms did not have enough time to implement 
all the recommendations of f ered by the consultant, and 
therefore could not see the full results of his 
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intervention. All the results relating to the impact of the 
SFM scheme on performance should be looked at with this 
limitation in mind. This matter could be addressed fully 
only at later stages. 
10.5.2 A CRITICAL VIEW OF THE METHODOLOGY 
I 
This study looked at the impact of marketing planning on 
client capability, when such a plan is provided by an 
external expert. While there have been a number of studies 
which looked at the practice of marketing planning in firms, 
there has not yet been any empirical research to see the 
effect of the planning process on client capability. In 
this study the increased knowledgeability and capability in 
the client firm has been used as an intermediate measures of 
the impact of the SFM scheme. 
In Chapter seven the methodology used for this research was 
described. The research used a questionnaire approach. The 
questionnaire was based on the in-depth interviews with 
firms and the administrators of the scheme. How sound is the 
methodology used in this study and what other approaches 
could be considered? 
This study set to look at the impact of marketing 
consultancy on small and medium-sized firms. To collect the 
data, two methods could be employed: questionnaire or in- 
depth interviews. There are advantages and disadvantages 
associated with each approach. 
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One of the limitations of a questionnaire approach is 
believed to be the possibility of misinterpretation of a 
question by respondents and therefore the responses may not 
constitute a reliable source of information. It is believed 
that an in-depth interview approach would provide a more 
accurate set of responses and there would be the possibility 
of clarifying the responses in case any question is 
misunderstood. Although interview permits the clarification 
of the issues, the in-depth personal interviewing of one 
individual in each company would be of limited additional 
value (and considerable extra cost). As it is extremely time 
consuming for the researcher and the client firm to have an 
in-depth interview, less cases can be considered and 
therefore less responses are obtained. This has two negative 
consequences: it is less representative and it is not 
possible to use statistical techniques capable of describing 
the relationships between variables. The in-depth interview 
approach can more easily incorporate the bias brought in by 
the researcher. These limitations indicate that this 
approach for data collection has its own shortcomings and 
would be of limited additional value. 
Although questionnaires may lead to misinterpretations by 
respondents, it is possible to avoid or minimise them. In 
the case of this study it was possible to control the 
responses * in two ways: the reports of the senior 
industrialist and the pilot interviews. As was mentioned 
earlier the results obtained based on the senior 
industrialist's report are in agreement with the results 
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obtained through the survey. The comments made by f irms in 
the interviews mostly confirm the conclusions obtained from 
the survey. In this case the questionnaire approach 
generated more results and through statistical techniques 
more generisable conclusions. 
To avoid the limitations associaied with the in-depth 
interviews and the questionnaire approach to data 
collection, other methods could be considered. 
one possibility would be a radically different research 
design which either involved extensive triangulation of 
questionnaires (with completion by one or more members of 
the company and the consultant concerned) . This approach 
would be of limited value in this case given the 
availability of senior industrialist's reports anyway. 
Another possibility would be the option related to the 
observation of the process itself. In this study, the 
evaluation of the scheme and the consultant was based on the 
firm's perception. Evaluation based on perception has known 
limitations (Oppenheim, 1966). The question is if there is 
any other way to evaluate the scheme/ consultant. one such 
method would be the evaluation based on personal observation 
of the process by the researcher. This provides more 
substantiated results for the measurement of the quality of 
the process. It also permits' verification of how much 
interaction exists between client and consultant, how much 
input the client puts into the process and to what extent 
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the consultant tries to involve the client in the planning 
process. This method combined with the study of all the 
documents and notes produced would provide an interesting 
source of information. However this methodology although 
sound, would require a much longer time span, and therefore 
it is suggested for future studies. 
At this point it is necessary to clarify another issue. As 
reported in Chapter Four, marketing planni ng can be a source 
of benefit to the firm. The advantages of marketing planning 
were also listed in that chapter. An interesting research 
issue to consider would be to see if the marketing planning 
process provided by the SFM scheme has produced the claimed 
benefits in the firms that used it. Looking at the firms and 
seeing if in fact marketing planning has produced such 
benefits would be worthwhile. However, the objective of this 
study at this stage was to see if f irms understand and 
accept marketing planning as a tool f or management and are 
ready to implement it in their organisation. Once it has 
been acknowledged as a useful tool and has been implemented 
within the f irm, then it should be developed to a point 
where it can produce the suggested benefits. At that time, 
it would be interesting and useful to verify how far the 
marketing planning system is producing the claimed benefits. 
It is important to notice that the implementation of 
marketing planning process within an organisation and its 
ef f ect may take some time to appear. Marketing planning is 
not a pain killer that when taken relieves pain after a 
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short time. It is more important to f ind out the reasons 
behind the pain and then try to eliminate them. The pain 
killer merely removes the pain but does not eliminate the 
source of the pain. To have the benefits listed in Chapter 
Four, firms need to establish first marketing planning as a 
system in their organisation and use it as a management tool 
and let this instrument become more and more developed. Only 
then the full benefits may appear. 
10.5.3 MEASUREXENT OF KNOWLEDGEABILITY VARIABLES AND 
IXPLEXENTATION 
The study considered in detail the impact of the SFM scheme 
on knowledgeability in firms and their awareness of 
marketing planning and its benefits. The measures used for 
evaluation of knowledgeability variables involved self- 
assessment by the respondents. Significant differences may 
arise as a result of this procedure (Oppenheim, 1966). 
Knowledgeability has been used, as an intermediate variable 
to evaluate the impact of the consultancy process which may 
bring a positive bias in the evaluation of the SFM scheme. 
Generally when measuring something, the tendency is to 
design the questionnaire in such a way so that one gets high 
responses about a, positive attitude towards a service, 
system, etc. In this case, it can be argued that the 
questionnaire was designed in a way that there was the 
possibility of getting high responses in relation to the 
satisfaction with the SFM scheme and/or its impact on 
knowledgeability. 
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The above limitation may suggest the need for the 
development of more sophisticated measures of 
knowledgeability. Nevertheless, with regard to this study, a 
number of points were clarified in Chapter Nine. Reviewing 
those points briefly: 
- The cost of the SFM scheme was a major issue for 
small/medium sized firms, who were highly cost-conscious and 
as a result, very critical towards the benefits of the SFM 
scheme. This was very apparent in the interviews and later, 
in the survey. Therefore, they would be unlikely to 
attribute value to the SFM scheme where it did not genuinely 
contribute. 
- If there is any bias, it would not be in exaggerating the 
contribution of the SFM scheme. In the interviews, f irms 
would very readily make comments such as: "no, the scheme 
did not help in this regard. We already knew it and were 
practicing it". When probed about the benefits, firms would 
be sure to highlight those issues where the consultants were 
of little help to them. 
- In most cases (see Chapters Eight and Nine) evaluation of 
this research confirms the appraisal of the senior 
industrialist. Where it differs is in the claimed area of 
the practice of marketing planning, which proved to have 
been exaggerated by firms. Here,, againj one could expect 
that firms would underestimate the positive impact of the 
scheme. 
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- Finally, if there is a bias, f irms would be rating 111 
(strongly agree) instead of 121 (agree) . There is little 
possibility that firms would rate Ill where they should have 
rated 141 (disagree). 
Another difficulty in measurement was related to the 
implementation of recommendations. A major difficulty faced 
was how to look at the implementation of recommendations in 
an effective way? It was thought that the most effective 
way, in a research of this nature, would be to hand a list 
of all recommendations to a particular firm and ask which of 
them had been implemented. This was not possible due to 
internal regulations of the SFM scheme. The solution was to 
enquire about the implementation in connection to a group of 
recommendations to see as a whole how much and how f ar the 
recommendations had been implemented. 
10.6 FURTHER RESEARCH 
As was mentioned previously (Chapters Eight and Nine), this 
study could not consider the full impact on performance. 
Further research requires the establishment of adequate 
measures for the evaluation of the impact on performance. It 
also requires the selection of an untreated matched sample 
to isolate the effect which resulted from the use of the SFM 
scheme. In the advantages of the matching procedure Storey 
et al (1988, p. 2), in a study of 'fast growth businesses' 
assert: 
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The advantage of the matching procedure, however, is 
that it enables us to determine the extent to which 
the particularly good performance of an individual 
firm is attributable to the sector in which it 
operates. It is also possible to allow for differences 
in f irm age and the extent to which performance is a 
reflection of the individuals who constitute its 
ownership and management. 
However, the identification of a matched sample introduces 
problems, and the criteria for its selection are not clear. 
For instance, in the above study, Storey et al (1988) 
consider firms with 'broadly similar age', having 'a broadly 
similar ownership structure' and being in identical trade$ 
as criteria for matching procedure, which is clearly 
insufficient for matching purposes. A number of other 
factors of equal importance or more so need to be 
considered. Although the concept of the matched sample 
sounds valid, its use in practice requires much careful 
consideration. 
Further research is also required to see whether or not as a 
result of the Support for Marketing scheme intervention, the 
practice of marketing planning has increased in small/medium 
sized firms. It is. important to see if firms are practising 
marketing planning, if it is being practised in a systematic 
fashion and more importantly what impact it is having. This 
will illustrate if the SFM scheme intervention has 
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contributed to the I substance I rather than the I trappings I 
of marketing planning (Ames, 1970). 
This study identified that the operation of the SFM scheme 
requires a close relationship between the consultant and the 
client. In Chapter Five it was argued that a consultant may 
adopt a prescriptive approach or ap. rocess-orientated style 
towards consultancy. An interesting issue to address would 
be the style of marketing consultancy and its impact on 
firms. It would be interesting to look at the level of 
client-satisfaction and impact on performance for both 
prescriptive and process-orientated consultancy. 
This study looked at the impact of marketing consultancy on 
small/medium sized f irms when a monitoring system was in 
operation. The SFM scheme closely monitored the whole 
process of consultancy. Also worth considering is the impact 
of marketing consultancy in the absence of such a monitoring 
system. Would small/medium sized firms be able to go through 
the process of selecting a consultant, agreeing on the terms 
of reference and extracting the full benefits of marketing 
consultancy in the absence of a monitoring system? 
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APPENDIX 1.1 
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APPENDIX 1.2 
Senior industrialist's initial report. 
ST COPY 
AVAILA L 
Variable print quality 
QI 
"UnmersavotWarwick 
324 Sch(ml oi IndustriaLl 
Business Studies 
,e 
Cov",, rv CIII IAL ting Tel 0203 323S23 
Jio 6s atdrand', " INITIA PAv- c6nr idinfia 
Company visited Report by so-ritor industrialist 
Reierence number 
Date 
Telephone number Duration of visit 
Contact Position 
Main industry/business 
Number of employees On site in group 
. "icin required 
REPORT 
I Initial discussion 
2 Company details 
2.1 Company ownership 
Turnover - Profit - Export No. of years trading 
2.2 Existence of Sound Business Plan 
23 Use of Computers 
2.4 Organisation/Marketing expertise in-house 
3 Marketing Audit 
3.1 Strategic Objectives 
3.2 Existence of Marketing Plan 
3.3 Understanding of Market Place 
End Customer - Direct Customers ie. g. RetaileN, - Competition 
3.4 Availability of Market Research Information - 
ST COPY 
AVAILA L. 1, 
Variable print quality 
3uQQor(:; for 325 
Continuation 
marketing S/I INITIAL REPORT 
Analysis oi Existing Business 
Sales Arialvsis Detail - Market Region Percentage of sales turnover through Major Customers 
Cunent Margins I . 10arketing Costs related to SalesTurnover 
Publicity Plans and Expenditure 
Perceived Weaknesses and Strengths 
Factory Tour/Manufacturing Facilities 
ýmMous Use of Consultants 
kiembership of Trade Associations 
I 
ýompany Auditors 
Project - Quantifiable Benefits, International Competition, Timescale 
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APPENDIX 1.3 
Subject brief for consultant, which gives a description of 
the task to be undertaken. 




Coventry CV4 IAL 
arketing Tel 0203 S23S23 
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Consultant 
Pmiect reference number - 
Date -- 
25 April 1988' 
Subject Brief for potential Support for marketing Project 
arising irom a visit to - 
by 
Contact Posidon 
Date of %msit Telephone number 
RDWKS 
1. THE COMPANY 
The Company manufactures and dist; ibutes bathroom accessories and 
garden equipment. Details contained in the attached Senior 
Industrialist's report and notes and in the financial statements 
and Product Brochures also attached. 
2. STRATEGIC OBJECTIVES 
Currently stated as being to meet the parent Company's ROCE target 
whilst doubling. turnover in three to five yehra. These objectives 
need to be more clearly def Ined and quanitifled ai part of the project. 
THE PROJECT 
To review the markets in which the Company is operating 
and assess its strengths and weaknesses. 
ii) To prepare an overall marketing strategy which will :- 
a. Examine the present product range and levels of 
profitability. 
b. Identify specific profitable opportunities. 
Cont 
As soon as possible please inform your SFIA office of the date on 
which an appointment has been made to any (wt a Term% of 
Reference visit to " Company. 
328 ý 
Cont. 
ce Define the most appropriate methods and structure 
that will enable the Company to exploit the 
opportunities. 
d. Assess the present "selling" operation. 
e. Set clear objectives and priorities. 
f. Recommend the direction in which the Company should 
move and prepare an action plan with key targets 
and dates which will achieve the corporate objectives 








V. ariable print quality 
I 








I APPRAISAL IIISTORIC/CURRENT SALES 112F- 1 -)LwUJM 
(existing products in existing markets) 
by products, T/0, profit contribution 
pareto analysis of order values 
Identification of 'dogs". "stars'; *CaAh COwS! 
pricing and marginj 
product range rationalisation 1 -4-1 a contrib'n. 
identification of. current, lost. Inactive customers 
evaluation of current promotional activitie; 
sales /marke t Ing methods and or 
current financial/trading position 
t 
I 
3 IDENTIFICATION OF PRDMPAL CONTM3. I SCORE 
specificity 
product/service evaluation 
prices and margins 
state of bealth and trends 
modes of' market access L promotional style 
K4. RKL-r OVERVIEW SM . HE Im 
structure and dynamics 
values 
trends and constraints 
client position v. competitors 
FXIEHNAL MARK" SURVEY 
client Image v. comp - strengths/ weaknesses 
product4priceat sensitivities 
meani of itarket access 
PRODUCT/Sr-RVTCE DEVELOPMENT SCORF V 
what. why. how 
PARxrr !: rrmFNTATTnm -: rn= 
profiling and identification or prime targets I 
Identification of decision makers 
Identification or procurement criteria 
Identification means of market access, 
! SWOTAHALYSIS: CRCANIL, MM10M, PRODt=. J SCORE IVII 
strongths. weaknesses-internal perceptions 
-external perceptions 
*opportunities and threats 
rRATFCTC OPTIONS ANALYSIS ISCORF VM 
mission statement 
corporate objectives quantified and tine 
N 
degree or rocus on corporate objective 
address to client resources or rin. & 
: 
Ill. I 





ýr7n -F ]X 
degree of specificity 
actions gricritised, calaxkm-inad, assigned Ibr 
costs or Implementation addressed 
Implementation benefits f d oftt l n on orwar pr p a 
L;: C, rl lK: 'CFORTkTTRQJTE. T 
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(a) From a study of the TPR, other relevant case papers and diary notes. -, make 
a Judgement in assigning a weighting percentage to each of the nine phases. 
The relative importanEe of each phase wiýl vary from project to project 
dependent on the nature of the business, project objectives and state of 
knowledge/methodology within each client company. It is important that 
the ACTION PLAN (IX) and its attributes should carry not less than 40% of 
the weighting. 
(2) The scoring grid alongside each element within each phaseshould be used 
as an aide-memoire to assign an assessment to each phase (i. e. average 
the element "ticks" within each phase). ' Use the'l-10 numerical scale. 
To calculate the overall assessment multiply each phase assessment by the 
phase weight and enter the resultant relative weighting in the table in 
bottom left-hand corner of the proforma. Total'the relative phase weightingr 
and divide by 100 to arrive at thes-overall assessment. Transfer this assess- 
ment to the OVERALL ASSESSMENT box at the top of the assessment grid by 
circling the appropriate 1-5 (EXCELLENT TO U/A) sector of the box. 
Complete the remaining REPORT ATTRIBUTE boxes. 
If the first assessment is MARGINAL OR UNACCEPTABLE initiate a further 
assessment by a second assessor. 
Contact client for his initial reactions and complete the INITIAL CLIENT 
PERCEPTIONS box. 
(7) Make a Judgement as to whether the report can be forwarded to the DTI 
Regional Office (RO) for a PCV. (Record this decision in the appropriate 
box). 
If remedial work is necessary, determine the character of this and discuss 
with the client and consultant. Initiate this remedial work, ensuring 
that it is covered by written correspondence, with clear instructions. 
(Record this action in the appropriate box. Put project T-card into the 
"sin-bin" section of the T-card display). 
(9) The REPORT ATTRIBUTES table contains the attribute CONTENT V DURATION CLAIM. 
If you have any doubt regarding the report work content in relation to the 
number of paid consultancy days then, in-compliance with DTI Auditors, 
requirements, request a copy of the consultant's time sheets which relate 





Senior industrialist's final visit report. 
I --university or wanvic 
F--"u For School oi Industrial & 333 
ý)Qu 
Business Studies 
Coventrv CV4 , AL arketing 
. 
Tel 0203 323523 
Private and confidential S/1 FINALVISIT REPORT 
Company visited Report by senior industrialist 
Reference number 
Date 6 
Telephone number Duration oi visit 
Contact Consultant 
Main industry/business Implementation prospects 
Number oi employees 
= 
On site In group 
Other comments 
1 Project title 
2 Main contact 
3 Initial reaction to project report 
4 Project coverage 
5 implementation of results 




Variable print quality 
su Qor for Continuation 
arketing S11 FINAL VISIT REPORT 
7 Indirect benefits 
Further assistance 
Overall assessment 
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University of Warwick 
School of Industrial 
& Business Studies 
Coventry CV4 7AL 
Tel: 0203 523523 
SUPPORT FOR MARKETING - PROJECT NO IdOO2_1 
As you know, the School of Industrial and Business Studies at the University of 
Warwick is the Midlands/West Regional sub-contractor'engaged in managing the DTI's 
Support for Marketing Scheme and, more recently, the Marketing Consultancy element 
of the New Enterprise Initiative. 
As a Business School. we are constantly seeking ways to improve and develop such 
resources to aid small and medium-sized companies. One of our current interests 
is to gauge the usefulness of the Support for Marketing Scheme and its effect on 
companies who have used the Scheme. We would like to identify any possible 
shortcomings in the Scheme that should be corrected. To this end. we would like 
to survey a sample number of the companies who have completed their Support for 
Marketing projects. The sample companies will represent a variety of sizes and 
business sectors. 
We would like to include your Company in this survey. If you agree to take part4 
in this survey will you please complete the enclosed questionnaire and return it to 
the address shown on the first page of the questionnaire. If you do not agree to 
take part please advise us with a short letter. 
I need hardly add that the information you give will be treated with the same 
complete confidentiality as that which applied to your marketing project. 
Additionally, during the analysis of the data, complete anonymity will be preserved. 
Your co-operation will be a very valuable contribution towards helping to refine 
and develop this most popular of the subsidi'sed consultancy initiativies. 




Midlands/South West Region 
dti 
Ilve 





University o( Warwick 
Support for Marketing - Project No: W0013 
School of Industriz-d 
& Business Studies 
Coventry CV4 7AL 
Tet 0203 523523/523779 
Far 0203 461606 
19 October 1988 
We wrote to you a few weeks ago, enclosing a questionnaire, inviting 
your co-operation in a survey of the DTI's Support for Marketing Scheme. 
On checking our records we find that we have not yet received a reply. 
In the event that our original letter or your response has gone 
adrift due to the recent postal strike we enclose, herewith, a further 
copy of our original letter and questionnaire. 
If, after reading the ; riginal letter, -you agree to take part in the 
survey we would be grateful if you would please return the questionnaire 
as soon as possible. 




S. D. Lucas 
Regional Co-ordinator - Marketing 
Midlands/South West Region. 
citi ihr department for Enterprite Eri«a-. 
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/a rke. tin g 
initiative 
SUPPORT FOR MARKETING (THE MARKETING INITIATIVE) QUESTIONNAIRE 
1. This study is aimed to evaluate the support for Marketing Scheme and its usefulness to the firms in the U. K. 
Your contribution is essential for an effective evaluation. 
2. Please send the completed questionnaire to the 
UNIVERSITY OF WARWICK 
SUPPORT FOR MARKETING (RESEARCH PROJECT) 
S. I. B. S. 
COVENTRY CV4 7AL (Tel: 0203 523523) 
3. This survey includes firms that either used support for Marketing (SFM) Scheme or more recently the 
Marketing Initiative. To simplify, in the Questionnaire it is always referred to as SFM regardless of the 
scheme used. 
4. Please write your answers, using the space provided. If you require more space for your answers, please use 
extra sheets at the end of the questionnaire. 





2. Position (please circle) 
1. Managing Director/General Manager 4. Sales Director 
2. Owner 5. Other Director 
3. Marketing Director 6. Other (Please specify) 
3. Name of the company 
4. Date 
1. COMPANY IDENTIFICATION 
For the following questions please circle as appropriate. 
1.1 Which customer types do you have? 
1. Retail/Wholesale 
2. Services 
3. Consumer goods manufacturer 
4. Industrial goods manufacturer 
5. Other (Please specify) 
1.2 Turnover of the company at the beginning of the project. 
1. Gloucestershire 







2. V00,0014250,000 1.9 For which of the following reasons did your company 
3. L250,00141,000,000 first contact support for marketing (sfm)? (Please circle 
4.11,000,00145,000,000 all that apply. ) 
5. fJ, 000,001-f-20,000,000 1. To organize the marketing activities of the firm in a 6. Overf20,000,000 formal way. 
1.3 Number of employees at the beginning of the project. 
2. To get a professional view from outside the firm 
regarding our ongoing marketing activities. 
1.1- 10 5.100-199 3. To confirm that our marketing activities, were on the 
2.11- 19 6.20OL-299 right track. 
3.20-49 7.300-500 4. To prepare along term plan. 
4.50-99 5. Other (Please elaborate) 
1.4 County 
1.10 Who in the firm initially had th e idea of contacting sfin? A. EASTMIDLANDS B. WESTMIDLANDS I 
1. Derbyshire 1. county of West Midlands 
1. Managing Director 
2. Owner 2. Nottinghamshire 2. Staffordshire 3. Marketing Director 3. Leicestershire 3. Shropshire 4. Sales Director 4. Northamptonshire 4. Herefordshire , 3. Other Director 5. Lincolnshire 5. Worcestershire 6. Other (Please specify) 6. Warwickshire ,, 
C. SOUTHWEST D. WALES 
1.5 
1. West Glamorgan 
2. Mid Glamorgan 




1.8 Organiz*ation/Marketing expertise in-houseý. - ' 
1. No one officially was in charge of marketing.. 
2. Sales persons exercised marketing responsibilities. 
3. General manager was responsible for marketing 
activities. 
4. There was a marketing managerldirector. 
J. Other (Please specify). 
Who else was involved in the decision to contact sfm? 
1. No one else 
2. Managing Director 
3. Owner 
4. Marketing Director 
5. Sales Director 
6. Other Director 
7. Other (Please specify) 
Existence of a general strategic plan at the beginning of 
the project. 
1. Yes 1.12 
2. No (If noplease move to question 1.7) 
3. Other. (Please elaborate) 
1.6 What was the time scale of the above general strategic 




4. Up to 5 years 
Who is presently in charge of coordinating the 
implementation of the marketing plan? 
1. Managing Director 
2. Owner 
3. Marketing Director 
4. Sales Director 
5. Other Director 
6. Other (Please specify) 
1.13 Who in the future will coordinate the implementation of 1.7 How do you classify the overall marketing planning the marketing plan? 
activities of your firm at the beginning of the project, 
using a scale of I to 5? 1. Managing Director 2. Owner There was a well defined No marketing plan of 3. Marketing Director 
up-dated marketing plan. any sort existed. 4. Sales Director II 
--I 
1 5. Other Director 123456. Other (Please specify) 
341 
2, CREDIBILITY 
Below are a number of statements. Please decide if you agree More . or less with them, 'and then rank each -statement on a: scale of I to 
5, where 
I Strongly agree 4- Disagree 
'2 Agree 5 -Strongly disagree' (or) 
3 Neither ag'rie nor disagree n/a - Not applicable (Not covered is i ýart of the Project) 
IMýACT OF THE SCHEME IN INCREASING KNO)ýLEDGEý. - 
2.1 The sfm scheme helped us to have a better understanding of our customers-4 .... 11 
2345 n1a 
2.2 The project helped us in improving our understanding of our competitive J n1a environment . .......................................................................................... 1234 
2.3 Ilie project helped us in improving OUT perceptions of Ponsumer satisfaction . ........ 12345 
n1a 
2.4 The project helped us in developing our price Strategy ...................................... 12345 
n1a 
2.5 T'he project helped us in developing an advertising strategy . .............................. 12345 
n1a 
2.6 Ile project helped us to reduce our dependency on few customers ...................... 12345 
n1a 
2.7 Ilie project helped us to reduce our dependency on few suppliers . ...................... 12345 
n1a 
2.8 The project enabled us to more accurately target the market .............................. 12345 
n1a 
2.9 The project improved our internal efficiency . ................................................. 12345 
n1a 
2.10 7lie project helped us to better understand our company and its position in the 1 market . ................................................................................................. 
a 5n 234 
2.11 7le project helped us to better assess the strengths and weaknesses of our firm. 
a) In terms of organisational skills and resources . ........................................... 12345 
n1a 
b) In terms of product/product variety .......................................................... 12345 
n1a 
2.12 The project resulted in increased marketing awareness for those directly involved 
with the scheme ..................................... ................................................. 12345 n1a 
2.13 Ilie project resulted in increased marketing awareness throughout the firm ........... 1245 
n1a 
2.14 The project helped in reinforcing and confirming our existing marketing activities. . 12345 
n1a 
2.15 The project helped us in identifying new opportunities . .................................... 12345 
n1a 
2.16 Management and/or staff learrit a great deal from Working with the consultant . ...... 12345 
n1a 
2.17 What other benefits (besides those mentioned above) you think the scheme 
provided you and how did it score? Please consider the following scores: 
1. Very good 
2. Fairly good 
3. A verage 
4. Fairlypoor 
5. Poor 
Please describe the benefits 
benefit 1: 
benefit 2- 
How did it score? 
345 
2 3,4 5 
benefit 3: 1245 
2 
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Evaluation of the Scheme (Support for Marketing and/or the Marketing initiative) 
2.18 How did you. becom. e aware of the Scheme? (Please circle all that. apply. ) , 
1. Institute of Marketing 6. TVIRadio 
2. Government organization mailshors 7. Trade Association news letter 
3. Marketing consultants mailshots & Trade Association marketing seminars 
4, Marketing consultants seminars 9. Chamber of Commerce communications 
5. Press article 10. Other 
For the following questions, please circle the appropriate answer. 
2.19 Would you have used a marketing consultant, 'if it was not for the availability of a.. 
subsidised consultancy project? 
1. Yes 2. No If no, why? Please elaborate. 
2.20 Did the scheme prove to be good value compared with the cost to your firm? 
1. Very good value 
2. Good Value 
3. Average value 
4. Poor value 
5. Verypoorvalue 
2.21 If you were expected to finance the project wholly, would it still have been good 
value for money? 
1. Yes 2. No Please elaborate. 
Please respond to the following questions considering a scale of I to 5 where 
1. very helpful 4. unhelpful 
2. helpful J. very unhelpful 
3. average 
2.22 How helpful was the Senior Industrialist who visited you, in explaining the nature 
of a strategic marketing project? 
2.23 How helpful was the Senior Industrialist in briefing you on how to manage the 
consultant? 
2.24 How helpful was the Senior Industrialist who visited you overall? 
2.25 Were you put on a waiting list for the scheme? 
1. Yes 
2. No 
2.26 How did this delay affect your firm? (Please we a scale of I to 5) 
It did not have any It affected ourfirm 
bad effect on ourfirm. very badly. 
tIIII 
12345 
Please respond to the following questions, considering: 
1. very good 4. fairlypoor 
2. fairly good J. very poor 
3. average 
2.27 Excluding the waiting list how do you score the scheme in connection with the 
following: 
1. Speedofrcsponse 
2. Rapid decision making 
3. Efficient execution 
4. LAck of bureaucracy and red tape 
2.28 How do you score the scheme overall 
1. In terms of its conception 
2. In terms of its execution 
2.29 Would you recommend the use of scheme to other firms? 
1. Strongly recommend 
2. Recommend 
J. Neither recommend nor disapprove - 
4. Disapprove 
J. Strongly disapprove 
4 n1a 
4 5 n1a 
4 '5 n1a 
1 2 3 4 S 
1 2 3 4 S 
1 2 3 4 S 
1 2 3 4 S 
1 2 3 4 S 
"1 2 3 4 5 
3 
343 
EVALUATION OF CONSULTANTt, 
For the following questions, please circle the appropriate answer. 
2.30 Had you ever used a marketing consultant before? 
1. Yes 2. No (If so, please move to question 2.32) 
2.31 Did your previous experience with marketing consultant prove to be a worthwhile experience? 
1. Very worthwhile 4. Poor value 
2. Quite worthwhile 5. Verv Door value 
3.. Average 
. 
2.32 Who chose the consultant? 
1. Firm 
2. SFM gave a short list and the firm decided 
3 SFM (Ifso, please move to question 2.34) 
2.33 How did you choose the consultant? 
1. We had previous work experience with them. 
2. They had been recommended to us by others., 
3. We chose them by using the Institute ofMarketingfree referral scheme. 
4. We were approached by the consultant to perform this service. 
5. Other (please specify). 
2.34 In your judgement how familiar was the consultant with the general type ' 
of your business? 
1. Totally familiar with the business. 
2. Though unfamiliar with the business, had an ability to speedily understand it. 
3. A poor grasp of the business and incapable ofgetting abetter grasp of it. 
2.35 How relevant is it for the consultant to be knowledgeable about the 
general type of firm's business in order to produce a good report?, (Please use a scale of 1 to 5) 
Highly relevant Not relevant at all 
IIIII 
12345 
For the following statements, please decide if you agree more or less with them, considering: 
1. Strongly agree 4. Disagree 
2. Agree 5. Strongly disagree 
3. Neither agree nor disagree 
2.36 Working with the consultant proved to be a'worthwhile eI xercise. 234 
2.37 1 believe that the consultant was well matched with requirements of this firm. 2345 
2.38 1 would recommend the same consultant to other firms. (non competitive! ) 1 2,3 4 
2.39 If I needed a consultant again, I would use the same consultant. 1234 
Please respond to the following questions, considering: 
1. Very good 4. Fairly poor 
2. Fairly good 5. Verypoor 
3. A verage 
2.40 How do you score the consultant in connection with the following: 
1. Ability to communicate and relate to people . ........................................... 123 2. Ability to understand and adapt to the specific needs and requirements of the 
individual firm . ................................................................................... 12345 3. Competence and professionalism . ......................................................... 12345 4. Ability to understand and define the key problems and issues . ..................... 12345 5. Ability to provide sound recommendations .............................................. 12345 6. Enthusiasm and active involvement in the project . ..................................... I, 
'2 345 
7. The quality of the report produced by consultant . ..................................... 1234J 
2.41 What is your overall assessment of the consultant? 
1. Very good 4. Poor 
2. Good 5. Verypoor 
3. A verage 
2.42 To what extent does the report reflect the amount of work accomplished during the project? Please use a scale of I to S. 
All the work produced by the 77te consultantproduced much more 
consultant is completely reflected in work which is not reflected in this 




2.43 How understandable was the language used In the report, using a scale of I to 5? 
Very easy Very difficult 
to understand to understand 
IIIII 
12345 
2.44 How do you rate, the value of the external research data brought in by the consultant? 




Please answer to the following questions, considering the following scores, 
1. A great deal 
2. Certain extent 
3. Not at all 
4. Not yet, but expected in thefuture 
J. Does not apply to our case 
If for any of the following questions you choose 4 as the answer, please respond to the additional question formulated in the right side of 
the paper. 
2.45 Can you identify how the scheme contributed to the following: (please indicate the If benefits have not yet shown 
value in % increase). (choice 4). when do you expect 
the benefit to appear? 
1. Increase in turnover 1234 5 Within 1 2 3 4 years 
Value in % increase ........ 2. Improve in profitability 1234 5 Within 1 2 3 4 years 
Value in % increase ........ 3. Increase in the number of customers. 1234 5 Within 1 2 3 4 years 
Value in % increase ........ 4. Increase in the share of market 1234 5 Within 1 2 3 4 years 
Value in % increase ........ 5. Increase in the no. of employees 1234 J Within 1 2 3 4 years 
(Please define in which of the following company functions the increase in the number of 
employees occurred. ) 
1. Sales 4. Design 
2. Manufacturing 5. Other 
3. Marketing 
2.46 How has this project improved your international competitiveness? 
a) direct export 
Value in % Increase 1234 5 Within 1 2 3 4 years b) Importsubstitudon . 
Value in % Increase 1234 3 Within 1 2 3 4 years 
2.47 How has this project contributed to expansion/entry 
to foreign markets? 1234 5 Within 1 2 3 4 years 
2.48 How has this project contributed to Improve the overall performance of the firm? 
1234 3 Within 1 2 3 4 years 
2.49 How has this project contributed to providing a greater sense of direction In the firm? 
1234 5 Within 1 2 3 4 years 
2.50 How has this project contributed to Increasing management self confidence? 
1234 5 Within 1 2 3 4 years 
2.51 How has this project contributed to the ability to devise future business plans In the 
firm? 
1234 ,5 Within 1 2 3 4 years 
2.52 How has this project contributed to increasing the marketing expertise In the firm? 
1234 J Within 1 2 3 4 years 
3. IMPLEMENTATION 
Please circle the appropriate answer. 
A. 71e report produced by the consultant for your firm provided, 
1. A time plan for action 2. No time plan for action 
B. If the report did not produce a time plan of action, 
1. We Internally translated it Iwo a time plan of action. 2. We kept It In iij originalform. 
C. Now please refer to 
& 
recommendations offered by the consultant and for each group of the recommendations answer the formulated 
questions. (Please circle the appropriate answer. ) 
5 
345 
1) RECOMMENDATIONS REGARDING PRODUCT/MARKET 
This item includes recommendations related to product and/or market, such as new/existing products for new/existing markets, 
product 
elimination/modification, extention of product range, product development Programme and market segmentation, 
I. Did the report include recommendations regarding pToduct/market? 
1. Yes (Ifyes, please answer to the following questions) 
2. No (If no, please move to 11) 
2. Please conýider the recommendations regarding product/market and select the appropriate answer. (Please read all the options 
before deciding 
your answer). 
1. All the recommendations in this group have already been implemented, as far as possible. 
2. None of the recommendations have been implemented, but they will be implemented. 
3. Some of the recommendations have already been implemented and the rest will be implemented later. 
4. Some of the recommendations have already been implemented, but the rest of them will not be implemented in thefuture. 
5. None of the recommendations in this group will be implemented. 
6. Other (please specify) 
Those recommendations that were implemented. 
1. Were implemented in the scheduled time plan. 
2. Were implemented later than scheduled time plan. (Please explain the cause of delay) 
3. No schedule was stablished. 
4. For those recommendations that were implemented, how do you classify the degree of implementation, using a scale of I to 5. 
Total Very limited 
12345 
5ý If not yet implemented, for which of the following reasons: 
1. Lack of time. (When will they be implemented? ) Please elaborate. 
2. Lack of resource. (Please elaborate on the type of resource which is lacking and if any action is being taken to overcome this problem). 
3. Other reason (please specify). 
6. Why the recommendations will not be implemented? 
1. We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage. 
3. Other (Please specify) 
7. The recommendations that were not/will not be implemented, to which of the following categories do they belong? 
/. Developing new productsfor new markets. 
2. Developing new products for existing markets. 
3. Selling existing products to new markets. 
4. Penetrating existing markets with existing products. 
5. Other (Please specify) 
8. The recommendations that were/will be implemented, to which of the following categories do they belong? 
1. Developing new products for new markets. 
2. Developing new products for existing markets. 
3. Selling existing products to new markets. 
4. Penetrating existing markets with existing products. 
5. Other (Please specify) 
11) RECOMMENDATIONS REGARDING PRICE STRATEGY 
This item includes all recommendations related to price such as price modification and price differentiation. 
I. Did the report include recommendations regarding price strategy? 
1. Yes (If yes, please answer to thefollowing questions) 
2. No (If no, please move to 111) 
2. Please consider the recommendations regarding price strategy and select the appropriate answer. (Please read all the options 
before deciding 
your answer). 
1. All the recommendations in this group have already been implemented, asfar aspossible. 
2. None of the recommendations have been implemented, but they will be implemented. 3. Some of the recommendations have already been implemented and the rest will be implemented later. 4. Some of the recommendations have already been implemented, but the rest of them will not be implemented in thefuture- 5. None of the recommendations in this group will be implemented. 
6. Other (please specify) 
3. Those recommendations that were implemented, 
L Were implemented in the scheduled time plan. 2. Were implemented later than scheduled time plan. (Please explain the cause of delay) 
3. No schedule was stablished. 
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4. -For-thoicreco'ryýmendati66-ithit Were implemcnted, how do you classify the degree of implementation, using a scale of Ito 5. 
Total Very limited 
12345 
5. If not yet implemented, for which of the following reasons: 
1. Lack of time. (When will they be implemented? ) Please elaborate. 
2. Lack of resource. (Please elaborate on the type of resource which is lacking and if any action is being taken to overcome thisproblem). 
3. Other reason (please specify). 
6. Why the recommendations will not be implemented? 
1. We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage. 
3. Other (Please specify) 
111) RECOMMENDATIONS REGARDING CUSTOMER/SUPPLIER 
Including such recommendations as broadening customeT/supplier basis, improving customer/supplier relationship and communication, and 
customer service. 
Did the report include recommendations regarding customer/supplier? 
I Yes (If yes, please answer to thefollowing questions) 
2: No (If no, please move to IV) 
2. - Pki-se -Consider the recommendations regarding customer/supplier and select the appropriate answer. (Please read all the options before deciding your answer). 
1. Allthe recommendations in thisgroup havealready been implemented, asfaraspossible. 
2. None of the "commendations have been implemented, but they will be implemented. 
- 3. Some of the recommendations have already been implemented and (he rest will be implemented later. 4. Some of the "commendations have already been implemented, but the rest of them will not be Implemented in thefuture. 
5 None the recommendations in this group will be implemented. 
6: Other%please specify) 
3.7hose recommendations that were implemented, 
I Were implemented in the scheduled time plan. 
2: Were implemented later than scheduled time plan. (Please explain the cause of delay) 
3. No scheduk was stablished. 
4. For those recommendations that were implemented, how do you classify the degree of implementation, using a scale of I to 5. 
Total Very limited 
1 
5. If not yet implemented, for which of the following reasons: 
1. Lack of time. (When will they be implemented? ) Please elaborate. 
2. Lack of resource, (Please elaborate on the type of resource which is lacking and if any action is being taken to overcome this problem). 
3. Other reason (please specify). 
6. Why the recommendations will not be implemented? 
1. We did not agree with them. (Please elaborate the reason or reasons why you did not agreej 
2. We thought them not to be "levant at this stage. 
3. Other (Please specify) 
IV) RECOMMENDATIONS REGARDING ADVERTISING AND PROMOTION 
This item includes all recommendations related to advertising and/or promotion, such as advertising budget, advertising efficicricy, advertising 
media, advertising message, public and press relations and br(x: hurct, 
1. Did the report include recommendations regarding adve rtising/promot ion? 
I Yes ffyes. please answer to thefollowing questions) 2: No Qj no, please move to V) 
2. Please consider the recommendations regarding advert ising/promot ion and select the appropriate answer. (Please read all the options before dcciding your answer). 
1. All the recommendations in this group have already been implemented, asfar as possible. 2. None of the recommendations have been implemented, but th will be implemented. 
-. 3. Some of the "commendations have already been implementeydand the rest will be implemented later. - 4. Some of the recommendations have already been implemented, but the rest of them will not be implemented In the future, 5. None of the recommendations in this group will be implemented, 6. Other (please specify) 
I 71ose recommendations that were implemented, 1. Were implemented in the scheduled timeplan. 2. Were implemented later than scheduled time plan. (Please explain the cause of delay) 
3. No schedule was stablished. 
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4. For those recommendations that were implemented, how do you classify the degree of implementation, using a scale of I to 
5. 
Total Very timited 
IIIII 
12345 
S. If not yet implemented, for which of the following reasons: 
1. Lack of time. (When will they be implemented? ) Please elaborate. 
2. Lack of resource. (Please elaborate on the type of resource which is lacking and if any action is being taken 6 overcome this problem). 
3. Other reason (please specify). 
6. Why the recommendations will not be implemented? 
- I. - We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage. -- 
3. Other (please specify) 
V) RECOMMENDA11ONS REGARDING SELLING AND DISTRIBUTION OBJECTIVES 
This item includes all recommendations related to sales, such as, sales call programme, key account sales, sales strategy, sales generation 
activities, and also recommendations related to distribution objectives, such as, Teaching target audience, adequate stocking of products, 
and product flow within channel. ------ 
1. Did the report include recommendations regarding selling and distribution? 
1. Yes (If yes, please answer to the following questions) 
2. No (If no, please move to VI) 
2. Please consider the recommendations regarding selling and distribution and select the appropriate answer. (Please read all the options 
before selecting your answer). 
II- 
1. All the recommendations in this group have already been implemented, asfar aspossible. 
2. None of the recommendations have been implemented, but they will be implemented. 
3. Some of the recommendations have already been implemented and the rest will be implemented later. 
4. Some of the recommendations have already been implemented, but the rest of them will not be implemented in thefuture. 
J. None of the recommendations in this group will be implemented. 
6. Other (please specify) 
3. nose recommendations that were implemented, 
I. Were implemented in the scheduled time plan, 
2. Were implemented later than scheduled lime plan. (Please explain the cause of delay) 
3. No schedule was stablished. 
4. For those recommendations that were implemented, how do you classify the degree of implementation, using a scale of I to 5. 
Total Very limited 
L- IIIi 
12345 
5. If not yet implemented, for which of the following reasons: 
1. Lack offime. (When will they be implemented? ) Please elaborate. 
2. Lack of resource. (Please elaborate on the type of resource which is lacking and if any action is being taken to overcome this problem). 
3. Other reason (please specify). 
6. Why the recommendations will not be implemented? 
I- We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage 3. Other (Please specify) 
VI) RECOMMENDATIONS REGARDING COMPETITION AND EXPORT 
This item includes all recommendations related to export such as, recommendations on whether to go abroad, which foreign markets to 
enter and how to enter them. Recommendations on the marketing programme and the marketing organization when going abroad. Also 
it 
includes recommendations on identification and monitoring of competitors. 
I. Did the report include recommendations regarding competition and export? 
1. Yes (If yes, please answer to the following questions) 2. No (If no, please move to. VII) 
348 
Please consider the recommendations regarding competition and export and select the appropriate answer. (Please read all the options before 
deciding your answer). 
1. All the recommendations in this group have already been Implemented, asfar aspossible. 
2. None of the recommendations have been implemented, but they will be implemented. 
3. Some of the recommendations have already been implemented and the rest will be implemented later. 
4. Some of the recommendations have already been implemented, but the rest of them will not be implemented In thefuture. 
5. None ofthe recommendations in this group will be implemented. 
6. Other (please specify) 
3. Those recommendations that were implemented, 
1. Were implemented in the scheduled timeplan. 
2. Were implemented later than scheduled time plan. (Please explain the cause of delay) 
3. No schedule was stablished. 
4. For those recommendations that were implemented, how do you classify the degree of implementation, using a scale of I to S. 
Total Very Urnited 
IIIII 
123 
5. If not yet implemented, for which of the following reasons: 
1. Lack oftime. (When will they be implemented? ) Please elaborate. 
2. Lack of resource. (Please elaborate on the type of resource which is lacking and if any action is being taken to overcome this problem). 
3. Other reason (Please specify). 
6. Why the recommendations will not be implemented? 
1. We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage. 
3. Other (Please specify) 
VII) ADMINISTRATION AND/OROR(IANIZATIONALRECOMMENDAIIONS 
This item includes recommendations related to improving administrative efficiency, improving recording system. setting up visit report 
system and also recommendations such as appointment of marketing manager. increase and/or decrease in sales personnel and 
appointment of sales manager. 
Did the report include administrative and/or organizational recommendations? 
1. Yes (Ifyes, please answer to thefolloýwing questions) 
2. No (Ifno, please move to the next section) 
2. Please consider administrative and/or organizationO recommendations and select the appropriate answer. (Please read all the options before deciding your answer). 
1. All the recommendations in this group have already been Implemented, asfaraspossible. 
2. None ofthe recommendations have been implemented, but they will be implemented. 
3. Some of the recommendations have already been implemented and the rest will be implemented later. 
4. Some of the recommendations have already been Implemented, but the rest of them will not be implemented In thefuture. 5. None of the recommendations in this group will be implemented. 
6. Other (please specify) 
3. nose recommendations that were Implemented. 
1. Were bnplemented in the scheduled time plan. 
2. Were implemented later than scheduled timeplan. (Please explain the cause of delay) 
ý 3. No scheduk was stablished. 
4. For those recommendations that were Implemented. how do you classify the degree of implementation, using a scale of I to S. 
Total Very limited 
14 
J. Ifnot yet Implemented, for which of thefollowinS reasons: 
1. Lack of time. (When will they be bnplemented? ) Please elaborate. -ý-, 
2. Lack of resource. (Please elaborate on (he type of resource which is lacking and If any action is being taken to overcome this problem). 
3. Other reason (please specify). 
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6. Why the recommendations will not be implemented? 
1. We did not agree with them. (Please elaborate the reason or reasons why you did not agree. ) 
2. We thought them not to be relevant at this stage. 
3. Other (Please specify) 
For the following questions please circle as appropriate. 
4. CURRENT SITUATION 
4.1 Your current strategic marketing plan is 
1. The same plan provided by the sfm project. 
2. A new plan developed by an external source. 
3. A new plan developed by internal resources. 
4. Other (please elaborate) 
4.2 What is the time scale of your current strategic marketing plan? 
1. Less than 6 months 
2. Up to I year 
3. Up to 2 years 
4. Up to 5 years 
5. More 




4. More than 2 years (please specify) 
4.4 Regarding the revisions of your strategic marketing plan over the next five years, will the revisions comprise 
1. A completely new strategic marketing plan. 
2. An updated version of the original sfm strategic marketingplan. (If so, please move to question 4.6) I An unchanged version of the current plan. (If so, please move to question 4.6) 
4.5 On developing a new strategic marketing plan, 
I. It will be devIoped internally. 
2. It will be done by an external consultant. 
3. A combination of I and 2. (Please elaborate) 
4.6 When preparing the strategic marketing plan, in which of the following areas, will the plan be dcvelopped? Will these 
developments 
be done internally or will you call for an external consultant. (Please tick in the appropriate box) 
1. Market research 
2. Main competitors 
3. Main customers 
4. The target markets 
5. Advertisement/promotional strategy 
6. Price strategy 
7. Product/market 
8. Selling and distribution policy 
9. Others. (please specify). 
FOR THE FOLLOWING QUESTIONS, PLEASE CIRCLETHE ANSWER AND ALSO CIRCLE E IF IT IS AN ESTIMATE AND AIF IT 
ACTUALLY IS CALCULATED BY YOUR FIRM. 
4.7 The company's market share for your main product is, 'I 
E for A for 
Estimate Accurate 
1. Increasing. 
2. Decreasing. E A 
3. Aboutthesame. 
4. We don't calculate. 
5. It is very difficult, for the sort of business we are in, to calculate. 
4.8 What is the company's market share for your main product? 
a) For UK 
I..................... % E A 
2. We don't keep a record. 
b) Forforeign market. 
I..................... % E A 
2. We don't keep a record. 
10 
4.9 The company's turnover is 
1. Increasing. 
2. Decreasing. EA 
3. Aboutthesame. 
4. We don't calculate. 
4.10 What percentage of turnover does your main product account for? 
I..................... %EA 
2. We don't keep a "cord of it. 
4.11 What is the number of your main competitors? 
I..................... Competitors EA 
2. A study of competition is not available. 
3. It is very difficult to identify our main competitors. (Why? Please elaborate) 
4.12 How many new competitors has your firm been aware of in the last 3 years? (for the main product) 
I..................... Competitors E A 
2. It was not identified. 
4.13 How did you become aware of your new competitors? 
1. We accidentally discovered them. 
2. We actively took at developments regarding our competitors. 
4.14 Do you think your main competitors' market share is 
1. Increasing? 
2. Decreasing? E A 
3. Aboutthesame? 
How do you assess your main competitor's market share? 
4.15 What is the market share of your largest competitor for your main product? 
I..................... % E A 
2. It was not Identified. 
4.16 How many competitors have disappeared in the last 3 years? 
I..................... Competitors E A 
2. We did not look in to it. 
4.17 Is the company's no. of customers 
1. Increasing E A 
2. Decreasing 
3. Aboulthesame 
4.18 What is your total no. of customers? 
I..................... Customers E A 
2. Don't know 
4.19 For your main product. what percentage of your current customer list were also your 
customers x years ago? 
4.20 
1.1 year ago 
2.2 years ago 
3.3 years ago 
4.4 years ago 
years ago 
What percentage of the turnover of your main product is represented by the 
a) 10 largest customers .................................................... % b) 5 largest customers ................................................... % 
c) The largest customer ................................................... % d) We don't really calculate It. 
x % 
I year ago 
2 years ago 
3 years ago 
4 Years ago 








Information gathered through desk research. 
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DESK RESEARCH 
1. ProJect Number 
2. Main Industry/Business 
3. SIC Number 
4. Consultant Code Number 
5. Senior Industrialist code number 
6. Date of Consultant Report 
7. Date of filling the Questionnaire 






6. More than 2 years 
9. Date of final assessment visit(S/I FR). 






11. Action Required 
1. Overall Marketing Stratedy and concomitant action 
plans. 
2' Addressing strategic objectives of the company. 
3: Identify Potential development areas for the 
company(produot/market). 
4. Expanding existing products/market. 
5. Review market development and trends., 
12. Focus of strategic marketing plan 
1. Existing activities 
2. Launch of new product or service 
3. Other 
. 2) P" I, %-"L 3S3 
13. Company ownership 1) 
g-ej 
1. Family owned 
2. Wholly or mostly owned by the director/directors 
3. Partnership 
4. A member of a group 
5. Privately owned 
14. Number of years trading 
1.1 to 2 years 
2.3 to 5 years 
3.6 to 10 years 
4. More than 10 years 
5. Start a new business 










17. Implementation prospacts(S/I FR) 




5. Very poor 
18. Initial reaction to project report(S/I FR) 




5. Very poor 
19. Overall assessment(S/I FR) 
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APPENDIX 7.4 PACTOR ANALYSIS 
This appendix looks at the f actor analysis technique and 
explains its essential features. It looks at different types 
of factor analysis, its basic concepts, the appropriateness 
of factor models and how its result can be used for further 
analysis. 
7.4.1 BASIC CONCEPTS AND TERMINOLOGY 
In factor analysis a set of observed variables is rearranged 
into a smaller set of categories called factors. A linear 
combination of the set of variables forms a factor. A factor 
can, therefore, be represented as: 
F- al x, + a2 X2+ *0000 + an xn w rý, i ai xi 
Where ai denotes the coefficients of the linear combination. 
The variables are grouped in a manner so that more than one 
factor is obtained. Considering the following expressions: 
all x, + a21 X2 + a5, x5 
F2 ' a32 x3 + a42 M4 + a62 x6 
Six observed variables are grouped in two factors. Variables 
5Clt 5C2 and )cS form the first factor. Although factor 1 has 
coefficients for other variables (X3, )C4 and mG), but these 
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are zero or close to zero. The other three variables OC3, X4 
and X6) form the second factor. 
An important concept, in factor analysis, is "factor 
loading". Correlations between observed variables and 
factors are called factor loadings. These correlations are 
generally summarized in a matrix called the factor loading 
matrix which has n rows and r_ columns, with n representing 
the number of variables and r. the number of factors. 
Another concept is "aigenvalue". Squaring all the loadings 
of a factor and summing them up gives the eigenvaluo for 
that factor. Each eigenvaluo shows the proportion of 
variance explained by each factor. The number of eigenvalues 
is equal to the number of factors. 
"Communality" shows the variance of each variable explained 
by the factors. It is the square of the factor loadings for 
the specific variable. 
To clarify those ideas, an example with only 6 variables and 
two factors is helpful (Table 7.4.1). Factor loading for 
variable 1,, that is, the correlation between factor 1 and 
variable 1, is 0.71. In this example factor one summarisas 
(2.89/6) x 100 - 0.48% of total variance and the second 
factor explains 17% of total variance. The two factors 
together explain 65% of the total variance. The last column 
shows the communality (h2). In this example the two factors 
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together explain [(0.71)2 + (0.40)2] - 0.66 of the variance 
for the variable one. 
Table 7.4.1 A factor loading matrix 
Factors Communaliy 
Variables - F1 F2 h2 
X1 0.71 0.40 0.66 
X2 0.70 0.46 0.70 
X3 0.70 0.37 0.63 
X4 0.69 -0.41 0.64 
X5 0.65 -0.43 0.61 
X6 0.71 -0.39 0.66 
Sum of Squares 2.89 1.01 3.90 
(Eigenvalue) 
Variance Summarised 0.48 0.17 0.65 
(Source: Aaker, 1971) 
7.4.2 DIFFERENT TYPES OF FACTOR ANALYSIS 
Factor analysis in not a unitary concept and is applied to a 
number of different procedures. Nevertheless, the 
mathematical analyses of the different approaches do not 
differ greatly. The basic categorisation of factor analysis 
may havo tho following origins: (i) how to darivo tho matrix 
of correlation; (ii) how to extract the factors; (iii) which 
rotational procedure to choose in order to got the f inal 
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solution; and, finally, (iv) when to stop factoring. The 
multiplicity of possible procedures bestows a subjective 
character on the technique. 
i. Matrix of--Correlation. The main concern of factor 
analysis is the relationships among the variables. As such, 
the matrix of correlation, as an input, is the first aspect 
to be examined. The correlation matrix is obtained by 
calculating the correlation between the variables. The 
correlation can be calculated for one of the following 
cases: 
R- type correlation matrixp which uses correlation among 
the variables (or attributes). 
Q- type correlation matrix, which uses correlation among 
the entities or individuals. 
These two are the most common. There are other typos of 
calculation of the correlation matrix. For the discussion of 
other types of calculation of correlation matrix sea Walls 
and Shoth (1971), Corsuch (1974). 
For the purposes of this study, 'variables' rather than 
'entities' are of concern; the R-typo correlation matrix 
will be calculated. In R-factoring, factors emerge when high 
correlations among group of variables are detected. 
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ii. Extraction of Factors. In factor analysis, factors are 
extracted from the initial data, based on the 
interrelationships among observed variables. Extraction of 
factors may be defined or inferred. 
In defined factors, the now variables are defined as exact 
transformations of initial data. ' In this study, the 
extraction method,, known as 'the defined factors',, (also 
referred to as 'the principal component extraction method') 
was used. The principal-component analysis transforms a set 
of observed variables into a now group of variables that are 
uncorrelated to each other (orthogonal). In this approach,, 
the first principal component (first factor), can be 
considered as the best linear combination of the variables; 
that is, this particular combination accounts for more of 
the variance in the data than any other combination. In this 
sense, the second factor is the second bast linear 
combination of variables and is totally uncorrolated to the 
first factor. The second factor will also account for most 
of the residual variance, and the process will be continued 
until all the variance in the data is exhausted. In this 
approach,, not only is each factor F, F2 F3 ..... Fn a 
linear combination of the variables, but also each variable 
can be expressed as a linear combination of the uncorralated 
factors, as shown in the following expression: 
Zj - ajl Fl + aJ2 F2 + a**-- + ajn Fn 
Where 
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Zj is the variable j in standardised form. 
Fi refers to factor i, and 
aji are factor loadings. (ijj - 112l , n) 
Through this process, a few factors, generally much smaller 
than the initial number of variables, will be obtained. 
These factors will explain most of the variance existing in 
the data, and thus, through this process, the data reduction 
objective is achieved. This particular approach is 
especially appropriate when the objective is the reduction 
of variables to a few underlying dimensions. In this case it 
was adopted because of its ability to best summarise the set 
of data. 
In inferred factors, instead of exact 'mathematical 
transformations of the initial data, inferential assumptions 
are made about variablesi their structure and variation. For 
a discussion of inferred factors sea Harman (1967), Kim and 
Mueller (1978) and Tabachnick and Fidall (1983). 
iii. The choice of ]Rotationnl Techninug. Another option in 
factor analysis is related to the choice of rotational 
procedure. Rotation in used to derive now factors from the 
initial results. The final result depends much on this 
choice. Though it is legitimate not to use any rotational 
method, generally the application of rotational techniques 
gives a more meaningful and simplified factor structure. 
Taking the previous example, the role of rotation in factor 
analysis can be better understood, by observing Table 7.4.2. 
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In this table the factor loadings and communalities for both 
rotated and unrotated factors are registered. The unrotated 
Table 7.4.2 Rotated and unrotated factors 
Unrotated Factors Rotated Factors 
Variables 
F1 F2 h2 F1 F2 h2 
X1 0.71 0.40 0.66 0.23 0.78 0.66 
X2 0.70 0.46 0.70 0.18 0.82 0.70 
X3 0.70 0.37 0.63 0.25 0.75 0.63 
X4 0.69 -0.41 0.64 0.78 0.18 0.64 
X5 0.65 -0.43 0.61 0.77 0.14 0.61 
X6 0.71 -0.39 0.66 0.70 0.21 0.66 
Sum of Squares 2.89 1.01 3.90 1.98 1.92 3.90 
(Eigenvalue) 
Variance 0.48 0.17 0.65 0.33 0.32 0.65 
Summarized 
(Sourco: Aaker, 1971) 
factor one (Fl) shows high correlation with all the 
variables, and therefore it is difficult to see which 
variables it represents. Rotation of the factors solves this 
problem. As can be noticed in the table, factor one (Fl) now 
highly correlates with the last three variables and factor 
two (F2) with the first three. Through rotation, a more 
meaningful and structured result is obtained. It is evident 
that the values for communalitics are maintained after the 
rotation but they are not distributed as before. The total 
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variance summarised by the two factors is also maintained, 
but each factor now counts for a different value of 
summarized variance. This table shows clearly that the 
rotation makes internal changes in regard to distribution of 
variance, keeping unchanged the outer boundaries. 
The two main analytic rotation methods are orthogonal 
rotation and oblique rotation. In the orthogonal rotation 
the factors are uncorrelated to each other. In the oblique 
solution the condition of the orthogonality of factors is 
relaxed and factors are correlated to each other. 
In this case, varimax, a type of orthogonal rotation,, was 
chosen. The varimax rotation was suggested by Kaiser (1958). 
By trying to minimiso the number of variables that have high 
loadings on a factor, the varimax method leads to more 
structured and interpretable results. Thus, in a varimax 
rotation, variables have high and low loadings on a factor, 
with very few intormadiato-sizod loadings. The popularity of 
varimax rotation to obtain simple structure in explained by 
Mulaik (1972, p. 260): 
The normalized varimax criterion is today perhaps the 
most used orthogonal-rotation procedure for attaining 
an approximation to simple structure. 
For a discussion of rotational tochniquas coo Harman (1967), 
Mulaik (1972), Kim and Muollor (1978), Emory (1980) and 
Tabachnick and Fidoll (1983). 
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iv. Number of Factors. It was argued that the main 
characteristic of factor analysis is its data-reduction 
capability. This is achieved by representing a number of 
variables by a few factors. The issue to address is how many 
factors and when to stop factoring. Determination of the 
right number of dimensions is, therefore, another aspect of 
factor analysis that should be considered. Theoretically, it 
is possible to obtain as many factors as the number of 
variables, each factor representing one variable. In this 
case, all the variance of each variable is totally explained 
by the factors. But, by doing so, the objective of reducing 
the data to a few meaningful dimensions or factors is not 
achieved. For this reason,, a high number of factors will 
obscure the moaning of the findings and will not provide the 
desired summarisation and a -meaningful interpretation. If 
few factors are involved, the amount of variance explained 
by the factors is very. low and as such the f actors cannot 
represent the data properly. This implies loss of important 
information through the process. There are 'stopping, 
criteria, the most common of which are statistical rules. 
The oigenvaluo rule states that factoring should be stopped 
when the eigenvaluo of the factors drops below one. This 
criterion considers as significant and meaningful factors, 
those accounting for at least the amount of the total 
variance of a single variable. Another statistical rule is 
based on the percentage of variance explained by each 
factor. The first few factors which explain a largo 
percentage of variance are considered, granting that the 
next factor does not add much to the total variance. Scroo- 
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Test is yet another method for determining the number of 
factors. Total variance associated with each factor is 
plotted. As explained by Norusis (1985, p. 131), generally 
The plot shows a distinct break between the steep 
slope of the large factors and the gradual trailing 
off of the small factors. This gradual trailing off is 
called the scree (Catell, 1966) .... Experimental 
evidence indicates that the scree begins at the kth 
factor, where k is the true number of factors. 
other criteria are not statistically based. Ono criterion is 
when the researcher 'knows' the number of factors that 
properly explain his data. This situation is very uncommon 
in exploratory factor analysis, as it is impossible for the 
analyst to know the number of factors capable of explaining 
the data, prior to analysis. only in confirmatory factor 
analysis (Long, 1983) is it possible to have a predetermined 
number of factors. in confirmatory factor analysis, the 
technique is used to test hypotheses about the number of 
significant factors and factor loadings. Another criterion, 
which in again vary rare in exploratory factor analysis, is 
that the researcher knows in advance the amount of variance 
the factors can explain. In this case he will stop factoring 
if the factor does not achieve the dosirod level. 
Statistical criteria blended with the researcher's judgement 
usually lead to an appropriate number of factors. 
365 
7.4.3 APPROPRIATENESS OF FACTOR MODELS 
An important consideration in factor analysis is the 
appropriateness of a factor model, which can be assessed 
in 
a number of ways. 
The first measure of appropriateness is based on the 
correlations between variables (Norusis, 1985). As already 
discussed, one of the objectives of factor analysis is to 
obtain factors that help to explain the correlations in the 
factor matrix. The appropriateness of a factor model, 
therefore, is related to the relationship between variables. 
If variables are not related to each other, that is, if the 
correlations between variables are small, then it is not 
possible to group them into a factor (op. cit. ). Inspection 
of the factor matrix is then af irst step in examining the 
suitability of the factor analysis technique. 
Two other measures that help to evaluate the appropriateness 
of factor model aýrc: Kaisor-Moyar-olkin (KMO) moasuro of 
sampling adequacy and Barlett's test of sphericity (op. 
cit. ). 
The Kaiser-Mayar-olkin measure of sampling adequacy is 
obtained by comparing the magnitude of observed correlations 
and partial correlation. As explained by Norusis (1985, p. 
129) # 
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Small values for KMO measure indicate that a factor 
analysis of the variables may not be a good idea, 
since correlations between pairs of variables cannot 
be explained by other variables. 
As to the boundaries of KMO measures, they arc characterised 
by Kaiser (1974), who suggests the following: 
0.90 < KMO < 1.00 as marvellous 
0.80 < KMO < 0.90 as meritorious 
0.70 < KMO < 0.80 as middling 
0.60 < KMO < 0.70 as mediocre 
0.50 < KMO < 0.60 as miserable 
KMO < 0.50 as unacceptablo. 
It is possible to calculate the KMO measure for ovary single 
variable. If the KMO measure for a certain variable falls 
below the acceptable levels, its exclusion is recommended. 
The exclusion of the variable(s) with unacceptable KMO 
measures can improve the overall KMO measure. 
Barlett's test of sphericity (Norusis, 1985), is another 
device for verifying the adequacy of a fnctor modal. It in 
the test of identity of the correlation matrix. If the 
matrix is an identity (i. e. all diagonal terms are equal to 
unity and all off-diagonal terms are equal to zero), then 
the correlations between variables are zero. In this case 
the variables cannot be grouped together to form a factor# 
as the factor analysis technique groups variables that 
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correlate highly . 
with each other to form af actor. 
Therefore, the identity correlation matrix is an indication 
of the inappropriateness of the factor analysis technique. 
When the Barlett test value is largo and significance level 
is small, the hypothesis that population correlation matrix 
is an identity matrix is rejected and consequently it is 
appropriate to use the factor model (Norusis, 1985). 
7.4.4 CONSTRUCTION OF FACTOR SCORES 
Through factor analysis a number of factors capable of 
explaining the original variables are obtained. The factors 
or dimensions obtained in this way can be used as now 
variables in further analysis. In this case, instead of 
using each individual variable separately in subsequent 
studies, the underlying factors or dimensions will be used. 
It is therefore necessary to draw measures that represent 
the values of the factors. The values are called factor 
scores (Nurosis, 1985) or factor scales when traditional 
factor analysis is used, and component scores when principala 
components extraction is used, (Kim and Muollor, 1970). For 
principal component analysis, exact factor scores are 
obtained, while for other typos of analynin, estimates of 
factor scores are calculated. in thin atudy, principal 
components were used. To obtain factor or component scorou 
in this case, as explained by Kim and Mueller (1978, p. 72): 
The scores are obtained by combining the raw variables 
with weights that are proportional to their component 
(factor) loadings. 
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There are a number of procedures for estimating factor 
scales. For a discussion of these procedures see Kim and 
Mueller (1978), Tucker (1971) and Harman (1967). The SPSS-X 
package uses three techniques to estimate f actor scores: 
Anderson-Rubin, regression, and Barlett (Norusis, 1985). 
With principal components, all three procedures lead to the 
same result, because the exact factor scores rather than the 
estimated factor scores are used. 
7.4.5 SUMMARY 
This chapter looked at factor analysis which is a 
multivariate statistical technique used to determine the 
relationships among a total sot of interacting variables. 
The chapter reviewed the basic concepts and terminology of 
factor analysis, its different typos, when it is adequate to 
use factor models and what measures determine its 
appropriateness, and how the results obtained through this 
technique can be used for further analysis. 
Although many uses have been attributed to this technique, 
its main characteristic is its data-reduction capability, 
whore a set of observed variables its rearranged into a 
smallor sot of categories called factors. In this study 
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APPENDIX 7*5 LOG-LINEAR MODELS 
The data used in this study are categorical. The objective 
of this chapter is to discuss the appropriate techniques for 
the analysis of categorical data. The hierarchical log- 
linear analysis which is capable of modelling the 
relationships between variables of a contingency table is 
discussed in detail. Logit models are also explained in 
detail. These models permit the verification of the 
direction of the relationships between variables. 
7.5.1 CONTINGENCY TABLES 
It is possible to classify observations taken from a 
population in two ways: dichotomous classification and 
polytomous or multiple classification. If firms are asked if 
they have a marketing plan or not and if the only answers 
are 'yes' and 'no',, this is a dichotomous classification. 
But multiple classification arises when firms arc classified 
based on the typa of ownership of the company and four 
different categories of ownership are considered. 
The classification of a contingency table is related to the 
number of variables involved in the analysis, A contingency 
table with only two variables is called two-dimensional. 
Where more than two variables arc involved, a highor-loval 
contingency table is formed. Thus a contingency stable with 
two dichotomous variables will produce a2x2 matrix. 
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Each cell of the contingency table shows the observed 
frequency of different variables along different categories 
in a sample. The observed frequencies permit estimation of 
the probability of the variable-category combination f or a 
population. Table 7. S. 1 shows a typical contingency table 
for two variables A and B. 
Where: 
nij ..... is the observed frequency of the call 
nio , nil + n12 + --* + nic ý Ej nij 
n0j = nlj + n2j + 0000000 + nmj - Ei nij 
noo - Ei Ej nij -N is tho total numbor of obsorvations. 
Table 7.5.1 A two dimensional contingency table. 
Bl B2 9******* **9***9*Bc Total 
Al nil n12 nlc njo 
A2 n2l n22 n2c n20 
Am nml nM2 nmc nmo 
Total no, n02 noc noo - 
In this table, variable A has m categories and variable B 
has c categories. n12 in the observed frequency of the coll 
(1,, 2), which is the combination associated with the first 
category of variable A and second category of variabla B. 
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The variables in a contingency table are exhaustive and 
mutually exclusive. 
Generally, the objective is to sea whether or not two 
variables in the population are independent of one another. 
The independence of variables is bised on the concept of 
probability. Table 7.5.2 shows the theoretical probabilities 
for an (m x c), two-dimensional table. 
Table 7.5.2 Theoretical probabilities in a two-dimensional 
contingency table. 
B1 B2 *I)c Total 
Al Pil P12 Pic P10 
A2 P21 P22 P2C P20 
m PmI PM2 Pmc mo 
Total P01 P02 Poc Poo 
Where: 
Pij ..... is tho probability of a random obsorvation to 
balong to tho call (i, j) 
Pio - Ej pij 
Poj - Ei pij 
Poo - Ei Ei Pij -1 
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Independence between two variables in the population is 
given by: 
Pij - Pio X POJ 
Using the concept of theoretical probability, the expected 
frequency for the cell (i, j) can be calculated as: 
Nij -Nx pij 
Nij =Nx pio x poi 
Where N is the total number of observations. 
In practice it is not possible to know the actual 
probabilities for a population. Conorally, only the data 
related to a sample drawn from the population arc available. 
For this reason probabilities are estimated from the sample 
data. Statistically, it is accepted that the best estimates 
for pio and p0j aro givon by cio and o0j; whoro: 
nio 





The estimates oiO and e0j allow the calculation of the 
expected (or estimated) frequencies for each coll (Nij): 
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Nij =Nx ejo x coj 
nio x noj nio x noj 
Nij =Nx 
NxN N 
By comparing the expected frequencies (Nij) and observed 
frequencies (nij), it is possible to see whether or not the 
differences are due to the sampling variation. If the 
variables are independent, the deviations are such that they 
can be attributed to the chance factors. If the two 
variables are not independent, larger differences between 
expected and observed frequencies are detected. - 
There are a number of ways to sea if the variablas in a 
contingency table are independent. Tho chi-squaro test is 
the simplest (Everitt, 1977; Upton, 1978). 
7.5.2 CHI-SQUARE TEST OF INDEPENDENCE 
The chi-square test is based on the differences between 
estimated and actual frequencies verified in a contingency 
table. It was first suggested by Pearson (1904). Considering 
the general form of a two-dimensional contingency table 
(Table 7.5.1), the chi-square (X2) atatiatic in given by the 
formula: 
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(nij - Nij) 
X2 = Ei. 1 Ej=j 
Nij 
Where: 
nij ..... is the observed frequency of the coll (i, 
j) 
Nij ...... Expected frequency for the call (i, j) 
(7.5.1) 
The chi-square test is the test for independence. The null 
hypothesis (11()) is that the two variables are independent. 
The value of chi-square is calculated using the formula 
(7.5.1) above. There are tabulated values for chi-square 
values and different degrees of freedom (the chi-square 
distribution is only dependent on the degrees of freedom 
Ovi). If the calculated value for chi-square in greater than 
the tabulated value for v degrees of freedom and at a level 
of significance, then the result would be expected to happen 
by chance very infrequently (loss than 100a% of tho time). 
In this case, the null hypothosis (110) that the two 
variables are independent is rejected. 
Considering a simple 2 way contingency tabloo (Table 7.5.3)t 
the chi-square value for this table is 14.021 0 with 0.0009 
significance value. This indicates that the null hypothesis 
that states that the two variables are independent cannot be 
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accepted, meaning that statistically there is ovidence that 
an association exists between the variables. 
X2 will be smaller when 110 is true than when it is false. 
When HO is true, it means that the hypothesis that the two 
variables are independent cannot be rejected. It does not 
imply that the two variables are indeed independent. This is 
a major shortcoming of the chi-square test. As explained by 
Upton (1978, p. 16), when 110 is true: 
Either they are independent or we had insufficient 
data to be able to detect their independence. 
Table 7.5.3 Observed frequencies in a two-dimensional 
contingency table 
BUSINESS PLAN 
YES NO ROW TOTAL 
YES 73 10 
4.8% 5.2% 10.9% 
MARKETING SOME 23 11 34 
PLAN 16.3% 17.7% 37.0% 
NO 14 34 48 
23.0% 25.0% 52.2% 
COLUMN 44 48 9 
TOTAL 47.8% 5292% 100% 
PEARSON CIII-SQUARE 14*021 
SIGNIFICANCE 0.0009 
DEGREES OF FREEDOM 2 
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It is also important to notice that the significant 
association shown by the chi-square test does not 
necessarily imply any causal relationship between the 
variables involved,, nor af it for or estimation of any 
particular model. Nevertheless it indicates that further 
investigation is worthwhile due to the existence of strong 
association. 
7.5.3 LOG-LINEAR MODELS - THE TECHNIQUE 
The general log-linear model does not make a distinction 
between independent and dependent variables. Rather, it 
analyses relationships among categorical variables by 
examining the expected call frequencies in a contingency 
table. Log-linear models are similar to multiple regression 
models, where the dependent variable is the number of cases 
in a cell of a contingency table and the independent 
variables are all the variables that are used for the 
classification and their interactions. In fact, all 
variables are regarded as "response variables" (Knoka and 
Burke, 1980). The objective is to sac if there in a mutual 
relationship between the variables. 
In looking at log-linoar models in more detail, the 
discussion commences with what are known an caturatod 
models, and extends to other models. 
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7.5.3.1 SATURATED MODELS 
A saturated model calculates the expected f requancy of a 
call as a function of each related variable and the 
interaction between the variables. For example, considering 
Table 7.5.3, the expected frequency for the first call (N11) 
will, therefore, be a function of the effects of having a 
business and marketing plan, and the interaction between the 
two. 
For the sake of simplicity in the discussion, a two- 
dimensional contingency table will be considered. Consider 
Table 7.5.4. with two variables A and B and two categories 
or levels for each one of them. 
Table 7.5.4 A two-dimensional dichotomous contingency 
table. 







Total no, n02 noo 
The expected call frequency for call (ij) will therefore be: 
Hij' 13 'ri(A) 'rj(13) rij(AB) (7.5.2) 
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Where: 
Nij ........ is the expected frequency for the coll 
ij. 
3 ........ represents the geometric mean of the number of 
cases in each cell of the contingency table. The geometric 
mean of n numbers is obtained by taking the ah root of 
their product. In this case: 
3ý 4-1 n1l x n12 x n2l x n22 ' (nll x n12 x n2l x n22)P4 13 
'r i (A) ........ is the "effect" that variable A has on the 
cell frequency (there are as many ri(A) as the number of 
categories represented by A). 
Tj (B) ........ is the @, effect" that variable B has on the 
cell frequencies (there are as many rj(D) as the number of 
categories represented by B). 
'r ij (AB) ........ is the affect of the interaction between 
the two variables (there is one such affect for each call ij 
of the table). 
The model presented by equation 7.5.2 for a two-dimensional 
contingency table is called a saturated model, as the number 
of parameters in the model is equal to the number of the 
calls of the contingency table. ror this reason, a saturated 
model has zero degrees of freedom. 
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A saturated model is when the number of cases in each cell 
is expressed as a function of the related variables and 
their interaction. In this example, there is a saturated 
model because the effects of both variables A and B (the 
main effects) and their interaction (AB) are considered. In 
a saturated model the expected frequencies f or each call 
are, therefore, exactly the sime as the observed 
frequencies. Table 7.5.5 shows the observed and expected 
cell frequencies for the data of Table 7.5.3. 
Table 7.5.5 observed, expected frequencies and residuals 
for a saturated model. 





MARK. PLAN YES 
BUS. PLAN YES 7.50 (8.15) 7.50 (8.15) 0.00 
BUS. PLAN NO 3.50 (3.80) 3.50 (3.80) 0.00 
MARK. PLAN SOME 
BUS. PLAN YES 7.50 (8.15) 7.50 (8.15) 0.00 
BUS. PLAN NO 3.50 (3.80) 3.50 (3.80) 0.00 
MARK. PLAN NONE 
BUS. PLAN YES 7.50 (8.15) 7.50 (8.15) 0.00 
BUS. PLAN NO 3.50 (3*80) 3.50 (3.00) 0.00 
NOTE: FOR SATURATED MODELS 0.500 HAS BEEN ADDED TO 
ALL CELLS. THIS IS DONE IN ORDER TO AVOID THE 
PRESENCE OF EMPTY CELLS. 
Equation 7.5.2 can be written, in the case of a saturated 
model as: 
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nij= B 'ri(A) 'rj(B) 'rij(AB) (7.5.3) 
3 is the starting point of the log-linear models and can be 
interpreted in the same way as the intercept term in a 
regression equation (Knoke and Burke, 1980). 
The significance of the r terms 'is evaluated by their 
deviation f rom the value of 1.00. As the equation is in a 
multiplicative f orm, a r-1 does not produce any change in 
the product, which means that particular effect is non- 
existent. The -r values are present# if the distribution 
across the categories of each-variable is different, i. e. if 
the frequencies are equal or very close, it is expected to 
obtain r values equal to, or vary close to, one. This is 
similar to the situation verified in the traditional 
percentage table, where no relationship can be expected if 
the percentages along different categories of a variable are 
close or similar. r values bigger or smaller than unity will 
produce greater or smaller expected frequencies. 
If the two variables A and B arc independent of each other, 
the -rij(AB) affect if; equal to unity. Tij(AB)"l indicates 
that the interaction affect in not precant. If Tij (AB) 
differs significantly from unity than the two variables are 
indeed related to each other. 
The multiplicative form of the log-lincar equation can be 
easily changed to a linear equation. Thin in possible by 
taking tho natural logarithms of both cidas of cquation: 
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Ln (Nij) = Ln IB Ti (A) Tj (B) Tij (AB) I 
As Ln (a x b) = Ln (a) + Ln (b), it can written: 
Ln (Nij) = Ln 3+ Ln Ti(A) + Ln rj(B) + Ln Tij(AB) (7.5.4) 
or 
Eij 'M+ Cti (A) + aj (B) + aij (AB) (7.5.5) 
Where 
Eij ...... is the natural logarithm of Nij. 
A ...... is the natural logarithm of A. 
as ...... are the natural logarithm of rs. 
It was mentioned that r -1 has no affect on the equation in 
its multiplicative form. This, condition remains, as the 
logarithm of unity is zero (a - Ln 1- 0), which has no 
impact in an additive function. 
The similarity of the regression models and log-lincar 
models it; evident in the equation 7. S. S. In its additive 
form, the frequency of a call is expressed as a cum of a 
number of terms: a constant, a cot of varinblon and their 
relationships. As in the regression, where a coefficient of 
zero for a variable indicates that the variable has no 
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impact, a=0 also indicates that the related affect is null 
(Knoke and Burke; 1980). 
The equation could now be easily extended to higher- 
dimensional tables (Everitt,, 1977; Knoke and Burke, 1980). 
For a three-dimensional table, the saturated model would 
look like: 
Eijk A+ ai(A) + aj(B) + ak(C) + Oij(AB) + 
+ lik(AC) +-ajk(BC) + Oijk(ABC) (7.5.6) 
Three levels of ef f ects are present in the inodel presented 
by this equation: 
The main effect parameters for each variablop represented by 
ai(A)i aj(B), and ak(C)e 
The first order effect which shows the interaction for each 
pair of variables taken together# represented by aij (AB) 
clik(AC)l and cfjk(BC)- 
The second order affect which shows the possible interaction 
effect among the three variables taken together, represented 
by aijk(ABC)- 
The a values show the deviation from the p. That in how the 
cell frequency deviates from the average value for the 
specific combination of variables and categories. 
384 
i 
The 1A and as are estimated from the data (Fingleton, 1984; 
Norusis, 1985). ji is the total average. In the logarithm 
function, p is obtained as the average of the logs of the 
frequencies for each cell. Estimates for parameters arc 
obtained by finding the difference between A and the total 
for the category. It is estimated as: 
ai(A) = Ln (nio) -A (7.5.7) 
Ln (nio) is the mean of the Ith category. q is positive or 
negative, depending on the category average being greater or 
smaller than the overall average. 
The interpretation of the interaction effect is important. 
The estimate for the interaction affect for call (1.1) is 
obtained: 
cl 11 (AB) - Ln (n 11) -IA+01 (A) +a1 (B) I 
As the formula suggests, the value taken by all (AD) shows 
the degree of influence of the interaction term. An 
explained by Norusis (1985): 
The interaction paramoters indicate how much 
difference there is between the sums of the effects of 
the ývariables taken individually and collectively. 
They represent the 'boost' or lintorforoncol 
associated with particular combinations of the values. 
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There are restrictions imposed on the estimated a 
parameters. The sum of a along a category must be zero, in 
order to get a single estimate for each a parameter 
(Norusis, 1985): 
21 Cli (A) ' 2j Cij (B) --3 21 Clij (AB) » 2j Ctij (AB) '0 (7.5.8) 
For the data of Table 7.5.3 the following coefficients are 
obtained: 
Ctl(MKG. PLAN) ý- 0*88 
02(MKG. PLAN) ' 0.29 
a3(MKG. PLAN) ý 0.59 
Cil(BUSN. PLAN) ' 0.10 
a2(BUSN. PLAN) "- 0010 
Otll(MKG. PLAN BUSN. PLAN) ' 0.28 
a2l(MKG. PLAN BUSN. PLAN)-' 0.26 
031(MKG. PLAN BUSN. PLAN) --0.54 
C112(MKG. PLAN BUSN. PLAN) --0.28 
a22(MKG. PLAN BUSN. PLAN) --0.26 
a32(MKG. PLAN BUSN. PLAN) 0.54 
A saturated modal does not provido a parcimonioua 
explanation of the relationships that exist between 
variables (Knoke and Burke, 1980). Nevertheless, it is a 
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good starting point as it suggests the exclusion of the 
parameters with small values. 
7.5.3.2 UNSATURATED XODELS 
As discussed in the previous sectionj in a saturated model 
the number of cases in each cell of a contingency table is 
expressed as a function of each variable, their interaction 
and the overall mean. By assuming that some of the effects 
are not present, other models can be constructed. Models 
obtained in this way are called unsaturated models. While 
the saturated model considers the effects of all variables 
and their interaction, an unsaturated model does not include 
all the effects (Knoke and Burke, 1980; Norusis, 1985). If 
in the model (7.5.5) previously shown, the term aij(AD) is 
excluded, then there is an unsaturated modal. The excluaion 
indicates that the two variables A and B are independent. In 
this case the log-linear model will be: 
Ln (Nij) mA+ Oi(A) + OJ(B) 
As the modal is unsaturated, observed frequencies (nij) can 
not be substituted for the estimated frequencies (Hij)o au 
they are no longer equal. 
While in a saturated model it is possible to calculate the a 
values using formulas 7.5.7 and 7.5.0, in an, unsaturated 
model, as are estimatedt through an iterative process. 
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For the data of the Table 7.5.3, an unsaturated model (i. e. 
a model without the interaction term) produces the following 
results for the observed and expected frequencies (Table 
7.5.6). 
Table 7.5.6 observed, expected frequencies and residuals 
for an unsaturated model. 





MARK. PLAN YES - 
BUSN. PLAN YES 7.00 7.61) 4.78 5.20) 2,22 
BUSN. PLAN NO 3.00 3.26) 5.22 5.67) -2*22 
MARK. PLAN SOME 
BUSN. PLAN YES 23.00 (25.00) 16,26 (17.67) 6.74 
BUSN. PLAN NO 11.00 (11.96) 17.74 (19,28) -6.74 
MARK. PLAN NONE 
BUSN. PLAN YES 14.00 (15.22) 22.96 (24,95) -8.96 
BUSN. PLAN NO 34.00 (36.96) 25.04 (27.22) 0.96 
7.5.3.3 HIERARCHICAL MODELS 
A saturated model includes all possible effects. By deleting 
one or a few terms of a saturated modal alternative models 
are produced. For example, in the case of two variables, 
there would be four effects for each call. If the first 
order interaction is removed and the model fits, it means 
that there is no interaction between the two variables. Thin 
indicates the existence of an independence modal. Based on 
the information of a saturated modal, ona term or a few can 
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be withdrawn. Hierarchical models use a particular method of 
deleting effects (Knoke and Burka 1980; Norunis, 1985). 
A log-linear model is called hierarchical whenever the 
inclusion of a higher-order effect in the modal is followed 
by the inclusion of lower order effects associated with the 
variables represented in the higher of fact. Upton (1978, 
P. 57) defines the hierarchical log-linear modols in tho 
following terms: 
A hierarchical modal obeys the following rule, which 
is framed in the general multidimensional setting. 
Suppose that the parameter involving a not of 
variables S is included in the modal; than the model 
must include all the parameters involving any subset 
of S. 
Thus, if the second order interaction OADC in includad, all 
first order and main effect intaractiona raInting to thaso 
variables, that is, interactions aAn, aAC, a13C # oAt ant and 
aC should be included as wall (Finglaton, 1904). To explain 
a hierarchical modal, it in sufficient to procant the 
highest-order term, which is called tho "gonarating clanall 
of the model (Norusis, 1985). 
7*5*4 LOGIT MODELS 
Although it is useful to verify the association between the 
variables,, in most of the cases, interest lica in f inding 
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the relationship of one variable with one, or a number, of 
other variables, i. e. to see how the value of ono variable 
is affected by other variables. The logit modal halps to 
achieve this objective (Norusist 1985; Knoko and Burke 1980 
and Upton, 1978). In log-linear models, the dependent 
variable is the expected cell frequency, which is a function 
of all the variables in the model. The logit model examines 
the relationships between the dependent and indopandent 
variables. it considers one variable as a function of a 
number of independent variables. To do so, the expected 
"odds" are analysed. 
7. S. 4.1 LOGIT MODELS - THE TECHNIQUE 
As discussed, the traditional method of identifying 
association among two categorical variables is based on the 
calculation of percentages within each call of a contingency 
table. These percentages are obtained by dividing the number 
of cases in each call by the category total. By analysing 
the distribution of the parcentagoso using the common chi- 
square test for independence, a conclusion about the likely 
relationship between the variables is obtained. 
Logit, is based on a different concept. It in bnood on tho 
concept of $odds@. As explained by Knoko and Burko (1900# 
9): 
An odd is the ratio between the frequoncy of being in 
one category and the frequency of not baing in that 
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category. Its interpretation is the chance that an 
individual selected at random will be observed to fall 
into the category of interest rather than into another 
category. 
Two other related concepts are the concepts of marginal and 
conditional odds. 'Marginal odds' arý calculated by dividing 
the frequency of belonging to a category by the frequency of 
not belonging to that category. 'Conditional odds' arc 
calculated in the same way, but with the added constraint of 
satisfying a condition. For example, considering Table 
7.5.3, a conditional odd for call (1,1) would be the ratio 
of the f irms that have a marketing plan to not having a 
marketing plan, provided that they already possoas a 
business plan. 
It is possible to compare directly two conditional odds by 
obtaining their ratio. Taking a two-dimensional contingency 
table (Table 7.5.4): 
(nll/n2l) 





When the percentages of a contingency table are very 
similar, in the traditional way of analysis it would be 
expected that the variables are not related to one another. 
If the basis of analysis is an odd-table,, the association 
between variables is non-existent when the similarity exists 
between the conditional odds; i. e. # if all of them are equal 
or have almost the same value. 
First,, the case of a two-dimensional tablo with dichotomous 
variables will be considered. Variable B with two catagorion 
will be the dependent variable and variablo A tho 
independent variable. 
A I'logit" is obtained as the log of tho ratio of tho two 
frequencies: 
Ln (nll / n12 )- Ln (nll) - Ln (nl2) 
A logit model can be obtained from the log-linoar modol. 
Going back to the equation 7.5.5 in the log-linoar modol: 
Ln (nij) ý 14 + 01 (A) + aj (B) + Oij (AD) 
For the cell (1,1), will be: 
Ln (n, l) "'A + Cil (A) + cil (D) + ctll (AD) 
For the call (1,2), will be: 
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Ln (n12) ýß+ al (A) + a2 (B) + a12 (AB) 
Ln (nll / n12 )ý9+ al(A) + al(B) + all(AB) 
- it - cil (A) - C12 (B) - a12 (AB) 
Ln (nll / n12 ) '-- 01(B) + Oll(AB) - 02(B) - 012(AB) 
As B is a dichotomous variablel 
I: ciij(AB) ý Ot it is true to say: 
C12 (B) '- Cýl (B) 
C912 (AB) '- Ctll (AB) 
and as E aj (13) -0 and 
Ln (nll / n12 ) 02 al (B) + all (AB) + 01 (B) + all (AB) 
Ln (nll / n12 )-21 al(B) + all(AB) I 
The same parameters used in the log-lincar modal aro used to 
explain the logit model. The logit modal darivad in thic 
form is a saturated model, 'and for thic roason all tho 
residuals are zero. As the percontagoo aro bacad on tho 
category counts of the independent variable (an opposed to 
total counts in log-lincar modols)t the percentages for cach 
category of independent variable must summato to 100, no 
illustrated by Table 7.5.78 where tho markating plan hoc 
been reduced to a dichotomous ona. 
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Table 7.5.7 observed, expected frequencies and residuals 
for a saturated logit model. 
FACTOR CODE OBS. PCT. EXP. PCT. I 
COUNT COUNT 
MARK. PLAN SOME 
BUS. PLAN YES 30.50 (67.78) 30.50 (67.78) 
BUS. PLAN NO 14.50 (29.59) 14.50 (29.59) 
MARK. PLAN NONE 
BUS. PLAN YES 14.50 (32.22) 14.50 (32.22) 






As in regression it is possible to obtain statistics that 
explain the source of total dispersion in the dependent 
variable. The statistics are obtained when one of the 
variables is considered to be the dependent variable. The 
two statistics are: Shanon's entropy measure and Gini'a 
concentration measure (Norusis, 1985). They measure what 
percentage of the total dispersion in the dependent variable 
can be explained by the model and what proportion can be 
attributed to the residuals ahd are calculated (Norusin, 
1985): 
Entropy measure: 11 --E pj 109 Pj 
Concentration measure: C-1E Pil 
Although these measures are similar to RI in tho regrosuion 
model, they cannot be interpreted in quito tho samo way. 
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Variables may be strongly related to each other and yet 
produce small values for the measures (Haberman, 1982). 
The presence of cells with zero entries may be a sourco of 
problems in a log-linear model. Tho reason is that it ic 
based on the concept of odds, which is obtained as a ratio 
of the cell entries. A cell with zero frequency will place a 
zero in the denominator and, thereforal the logita aro 
undefined (Logarithm of zero is minus w) (Knoka and Burka 
1980). 
There are two major sources for the presence of such zeros: 
"structural zeros" and "sampling zeros". Structural zeros or 
"apriori zeros" occur when it is not possible to observe 
values for certain combinations. Sampling zeros occur when 
the combination although possible was not observed. This 
generally happens when the sample size is amnll and tho 
contingency table has many colls. 
Log-linear models can handle this situation. If there are 
structural zeros, frequencies for tha calla with nuch zoros 
are not estimated. If there arc sampling zeros, a number of 
solutions have been suggested. Goodman (1970) auggonts tha 
addition of 0.5 to the empty calls. Fianborg (1977) sugganto 
that an arbitrary definition of the ratio of zoro-to-zaro in 
zero. A third solution which in most casas in unroalistic, 
is to add enough cases to a sample to ansura that all calla 
have observed frequencies. (Knoke and Burka, 1900; Evoritt, 
1977). 
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7.5.4.2 UNSATURATED LOGIT XODEL 
We have already seen that by deleting terms from a saturated 
log-linear model, it is possible to obtain unsaturated log- 
linear models. The same possibility exists in the caso of 
the logit models. It is possible to derive unsaturated logit 
models by deleting one or a number of terms. For example, if 
it is desired to see that variable A is independent from 
variable B, it is enough to delete the interaction term. In 
this case, if the model fits, it indicates that tho two 
variables A and B are independent. 11owever, whora tho modal 
does not fit the data well, the independence modal is 
inadequate (Norusis, 1985). 
7.5.4.3 MORE COMPLICATED LOGIT MODELS 
So far, a dichotomous dependent variable and its 
relationship with one independent variable has boon 
considered. It is possible to consider logit models for mora 
than two variables and also for, more than two categories of 
the dependent variable. The statistical package SPSSX allows 
for two possibilities: 
The dependent variable is dichotomous but tharo is mora 
than one independent variablo. 
ii) Both dependent and indapandont variablon aro polytomoun. 
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A DICHOTOMOUS DEPENDENT VARIABLE AND MORE 
THAN TWO INDEPENDENT VARIABLES. 
In this case, the dependent variable can only be 
dichotomous, but the independent variables can be polytomous 
and it is possible to include more than two independent 
variables. Consider the following example where the 
dependent variable (A) is 'the existence of formalised 
marketing planning in the firm'. Variable A for the purpose 
of this example has been reduced to a dichotomous variable: 
'firms with some degree of formalised marketing planning' 
and 'firms without any marketing planning'. The independent 
variables are 'Existence of Business Plan' (B) with two 
categories and 'Marketing Responsibility' (C) with three 
categories. The categories of B are as before (with and 
without a business plan) and the categories of C are: 
Marketing Director or Sales Person; ii) Managing Director or 
other Director; and iii) No one. By fitting a logit model 
which considers the effect of variable A, interaction of A 
and B; and interaction of A and C, the results presented in 
Table 7.5.8 are obtained. 
The A parameter estimate is negativor indicating that 
overall the proportion of f irms that hava coma markating 
planning is less than the proportion of firms with no 
marketing planning. 
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Table 7.5.8 Estimate for the parameters 
VARIABLE A 
PARAMETER COEFF. STD. ERR. Z-VALUE 
. 127 -. 87 
VAR. A BY VAR. B 
PARAMETER 
2 . 39 . 119 
3.25 
VAR. A BY VAR. C 
PARAMETER 
3 . 45 . 167 2.71 
4 -. 06 . 166 -. 38 
The coefficient related to the interaction AxD in 
positive, which means that the two variables A and B ara 
positively related,, i. e. there is a positive relationship 
between marketing planning and business planning. 
As there are three categories for variable Cl two paramotars 
for the AxC interaction are calculated. The paramotor 3 in 
positive, showing that higher values of variablo A 
(marketing planning) are associated with highor valuca of 
marketing responsibility: when there in an individual 
responsible for marketing, there is marketing planning in 
the firm. 
It should be noted that duo to tho gonoral constraint 
represented by formula 7.5.8j, all othor paramotarn can bo 
calculated: 
398 
Parameters of variable A: 
al (marketing plan) = -0.11 
02 (marketing plan) = 0.11 
Parameters of interaction of variablos, A and B: 
a Al Bl ' 0.39 
Cl Al B2 = -0.39 
Parameters of interaction of variables A and C: 
" Al C1 0.45 
" Al C2 0.06 
" Al C3 0.39 
The last relationship (cl Al C3 w -. 0.39) shows that the lack 
of an individual responsible for, marketing in tho f irm 
negatively affects its marketing planning practice. 
In this case, two categories of variable A were considered. 
Often variables have more than two categorical but - it is 
common to amalgamate categories in order to obtain aimpla 
interpretations or to avoid sampling zeros. There is no 
definitive guidance on how to collapse polytomous variabloo, 
which is generally achieved using the judgement of tho 
analyst. Techniques have been developed to test the adoquacy 
of collapsing adjacent variables (Duncan, 1975). 
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ii) POLYTOMOUS DEPENDENT AND INDEPENDENT VARIABLES 
(MODELS FOR ORDINAL DATA) 
It is common practice in many social studies to assign 
numerical values to empirical experiences. By allocating 
numerical values which are mathematical entities to the 
empirical observations it is ' assumed that basic 
relationships which exist in mathematics can explain 
relationships among empirical phenomena (Green and Carmonot 
1972). The categorical variables used in the log-linoar 
models are of this nature. The problem associated with the 
practice of assigning values is that it uses an ordinal 
rather than an interval scale. In an interval or metric 
scale it is assumed that the difference between the scale 
numbers shows the 'actual' differences. In the ordinal scale 
there is 'more#, 'less' or 'the same' amount of a certain 
property. For example, when respondents arc asked to answor 
on a scale of 1 (strongly agree) to 5 (strongly dinagroo)o a 
move from agree (2) to strongly agree (1) moans thora in an 
improvement, but it does not mean that tho improvomont has 
been doubled. 
Log-linear models are capable of handling ordinal data, and 
in f act the ordering of categories an suggested by Agroati 
(1984) may lead to models that fit tho data bottor. In thin 
case there is no need for the dependent variabla to ba 
dichotomous. SPSSX provides throo difforant modola to 
analyze this kind of data (Norusis 1985, p. 342): 
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Linear by linear association model, which uses the 
ordering of both variables... row effect model, which 
uses only the ordering of column variable... 'the 
column effects model, which uses the ordering of the 
row variable. 
The variables used in this study ard mostly ordinal# so that 
it is necessary to use a model that is appropriate for such 
variables. The. linear-by-linear association model- for 
ordinal data (Norusis, 1985) or the linear-by-linaar 
interaction model (Haberman, 1979) is one that uses the 
ordering of both variables. In this study, wo, shall be using 
a linear-by-linear association, as all the variables are 
ordinal. As Norusis (1985, p. 345) indicates, 
The linear-by-linear model is the most- parsimonious* 
since, when compared to the indopendanco modal, it 
estimates only one additional parametar. 
The general equation f or the linear-by-linaar association 
for two variables is (Norusis, 1985): 
Ln (Nij) =4 11 + ai (A) + Oj (B) +n (ui - u) (vi - v) - (7.5.9) 
Where: 
A Overall mean 
cli(A) and aj(B) are the main effect paramotors. 
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.... Is a coefficient similar to the regression 
coefficient. For a particular cell it is multiplied by the 
scores assigned to that cell for variables A and B. 
The mathematical expression of this'nodel is similar to the 
general f ormula f or the loglinear models (compare equation 
7.5.9 with equation 7.5.5). The only difference lies in the 
latter term, which in the case of the linear-by-lincar 
association model is obtained as a multiple of a product of 
a linear score ui for variable A, and Vj for variable B. For 
the application of this procedure see Haberman, (1974) 
Nelder and Wedderburn, (1972). ý 
The procedure produces the n coef f icient as wall as its 
standard error. Values of n close to zero indicate that-tho 
two variables are independent. Z-valuo, for n is obtained by 
dividing the n coefficient to its standard error. Largo and 
Positive values of Z (where n is largo compared to its 
standard error), indicate that there is a' positivo 
association between the two variables: an increaso or 
decrease in the value of one variable, will load to an 
increase or a decrease of the other variablo. Tho positivo 
values of n also show that the concentration of expactod 
frequencies in the cells that scoro highly for both 
variables is higher, as compared to the caso of indopondonco 
between the two variables (Table 7-5.9). 
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If the n coefficient is negative, more cases are expected to 
fall in the cells that score highly for one variable and low 
for the other. The negative and large values for the 




Considering two variables A (with 4 categori 
I 
as) and B (with 
3 categories) and fitting a linear-by-lincar association 
model, parameters in the Table 7.5.10 are obtained. Variabla 
A has four categories, therefore throe para; otora for this 
variable are estimated. Due to the general constraint 
indicated in the the formula 7.5.8 that the sum of a along a 
category must be zero, the fourth parameter can be easily 
obtained. Variable B has three categories, thus two 
parameters are estimated. The A value is positive and tho Z- 
value is significant, which indicates a positive 
relationship between the two variables A and B. 
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TABLE 7.5.10 Estimate for the parameters 
VARIABLE A 
PARAMETER COEFF. STD. ERR. Z-VALUE 
1 -. 14 . 530 -. 26 
2 . 49 . 284 1.72 3 . 48 . 206 2.34 
VAR. B 
PARAMETER 
4 1.71 . 556 3.08 
5 . 22 . 148 1.46 
PARAMETER 
6 . 49 . 175 2.81 
7.5.5 GOODNESS OF PIT 
As explained in sections 7.5.3.2 and 7.5.4.2, by deleting 
terms from a saturated model, a number of unsaturated models 
are obtained. It is possible to apply a number of log-linear 
models to the same set of 'data. The multiplicity of 
possibilities poses the question of determining whether or 
not a hypothesised model fits the data adequately. Therefore 
once a model is obtained, it is necessary to see if the 
model fits the data' well: if it explains the data 
appropriately. As explained by Norusis (1985, p. 329): 
The ultimate test of any theory is how well it 
withstand the rigours of scientific testing. 
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The 'goodness of fit' of a model is judged by how 
approximate the expected frequencies obtained through the 
model are to the observed frequencies. Everitt, 1977 
explains this issue in the following terms (p. 86): 
Assessing the adequacy of a suggested model f or the 
data f ollows exactly the sam6 lines as that used in 
hypothesis testing, namely obtaining estimates of the 
theoretical frequencies to be expected assuming the 
model is correct ...... and comparing these with the 
observed values by means of either the likelihood 
ratio or Pearson chi-square statistic. 
Therefore to measure the fitness of a model, expected 
frequencies f or each cell are estimated and are compared 
with the observed frequencies. Two measures are used: the 
Pearson chi-square statistic (X2) and the likelihood ratio 
statistic (L2) (Knoke and Burke 1980; Everitt, 1977). 
The Pearson chi-square statistic is given by: 
(Observed Frequencies - Estimated Frequencies)2 
X2=Ei Ej 
Estimated Frequencies 
(nij - Nij) 2 
. 
X2= Ei Ej 
Nij 
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The likelihood-ratio (L2) statistic is calculated in the 
following way: 
nij 
L2= 2 Ei Ej nij Ln 
Nij 
If the sample size is large, the two statistics lead to, the 
same result. However the L2 statistic is , generally 
recommended (Knoke and Burke 1980), as it is possible - to 
partition it and interpret the partitioned results. This 
enables the testing of partial relationships. 
The interpretation of L2 in the log-linear analysis is: 
smaller values of L2 rf or the same number of degrees of 
freedom, correspond to a good model and large T values of L2 
indicate a poor model. The rationale behind this 
interpretation is that large values are obtained only when 
the expected and observed frequencies are very different., 
This interpretation contrasts with the chi-square test of 
independence where larger values for X2 were preferred. The 
reason for this divergence of criterion is that in a chi- 
square test the interest lies in -rejecting the null 
hypothesis (HO), where HO indicates independence between 
variables. In the log-linear case the, the aim is acceptance 
of the hypothesis and therefore small values signal better 
fitS (Knoke and Burke 1980). Table- (7.5.11) shows the 
'goodness-of-fite for the previous model. 
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Table 7.5.11 Goodness-of-fit test statistic 
GOODNESS-OF-FIT TEST STATISTICS 
LIKELIHOOD RATIO CHI SQUARE=6.647 DF 5P0.248, 
PEARSON CHI SQUARE = 5.951 DF 5P0.311 
The f itness of a model is also closely related to the type 
of error in the test of hypothesis. Conventionally, in order 
to make a generalisation of the obtained result regarding a 
population, the tendency is to accept a hypothesis with high 
probabilities (in 95% of the cases, i. e. p=0.05). In a 
test of hypothesis, the researcher is confronted with two 
types of error: 
Type I error: rejecting HO when it is true, with its 
probability being a, the error level of the test. 
Type II error: accepting HO when it is f alse, with its 
probability being B, where 3=1-a. 
The 'best' fitting model implies having very small, values 
for a, which implies higher values - for B, and thus, the 
classic problem of improving -one type. of, error at the 
expense of another arises. -By keeping the a level down, 
effects that can be important will be deleted. By increasing 
the a level, (and thus reducing 8) ,,: effects-, that are not 
present in the population and areýonly due to the sampling 
variation are included. Statistically, the solution for the 
407 
reduction of both errors is to increase the size of the 
sample, which in most cases is not possible. The established 
criterion is to accept models where the probability of a 
type I error is between 0.1 and 0.35 (Knoke and Burke, 
1980). Bishop et al (1975) argue that higher values for a 
can cause the problem of 'too good a fit', which a rises when 
a model with too many parameters is chosen. 
As has been mentioned (Section 7.5.3.2), in an unsaturated 
model the expected frequencies differ from the observed 
frequencies. The difference, called 'residuals', can also be 
used as another method for evaluating the fitness of 'a 
model. Residuals are standardised in the following way 
I (Norusis, 1985): 
nij - Nij 
Standardised residuals = 
V Nij 
The standardized residuals have a normal distribution with 
zero-mean and standard deviation of one. The model is 
adequate if the differences between observed and expected 
frequencies are small. In this case the standardised 
residuals will be less than 1.96 in absolute value. The 
presence of many cells with large standardised residuals 
suggests that the model is not a good f it. Based on this 
information, it is possible to test other models which may 
prove more adequate. Table-7.5.12 shows typical observed and 
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expected frequency residuals (based on the results, of the 
Table 7.5.6). 
Table 7.5.12 observed, expedted frequencies, residuals and 
standardised residuals for an unsaturated 
model. 






MARK. PLAN YES 
BUS. PLAN YES 7.00 4.78 2.22 1.01 
BUS. PLAN NO 3.00 5.22 -2.22 -. 97 
MARK. PLAN SOME 
BUS. PLAN YES 23.00 16.26 6.74 1.67 
BUS. PLAN NO 11.00 17.74 -6.74- -1.6 
MARK. PLAN NONE 
BUS. PLAN YES 14.00 22.96 -8.96 -1.87 
BUS. PLAN NO 34.00 25.04 8.96 1.79, 
One of the outputs of the log-linear model in the SPSSX 
package is the estimates of the a parameters and their 
standard deviations. It also produces'the 'Z-values,, which 
are calculated by dividing each parameter estimate by the 
corresponding standard deviation. For --relatively large 
samples, the estimated a parameters '' have a normal 
distribution. Z values, which are a- values- in the 
standardised form (having mean of zero and standard 
deviation of one) can be used to. testýthe hypothesis about 
the significance of each parameter* The null hypothesis (HO) 
indicates that a is zero, which is equivalent to saying that 
the particular effect is absent. Statistically, for 0.05 
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level of significance, Z values greater than 1.96 in 
absolute value are considered to be significant (Norusis, 
1985) . Log-linear models also produce the lower and -upper 
limits of the confidence intervals. The confidence interval 
shows the area of acceptance. Based on the statistical 
rules, if the confidence interval includes zero, the null 
hypothesis that the population value is zero can --be 
rejected. Table 7.5.8 shows typical estimates of parameters. 
7.5.6 FURTHER USE OF LIKELIHOOD CHI-SQUARE STATISTICS 
When a term is added to a model, the likelihood-ratio chi- 
square of the model decreases. The decrease in the amount of 
the likelihood-ratio chi-square indicates the contribution 
of that term to the model. In loglinear models, the lower 
the chi-square values, the better the model fits. That'is 
why the reduction in the amount - of chi-square shows, how 
appropriate it is to include that term. ' 
The degrees of freedom (d. f. ) are calculated using the 
number of categories of the variables. If variable 1 has i 
categories and variable 2 has j categories, the number-, of 
available d. f., including these two variables will be [(i) x 
(j)] - 1, that is, number of cells-in the table, minus one. 
As saturated models fit the data perfectly,,, they have zero 
d. f.. As terms are removed from the model (i. e. the number 
of parameters to be estimated from data is reduced),, the 
d. f. increases. 
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Consider a hierarchical loglinear model for four ý variables 
A, B, C, and D, with 3,3,2 and 4 categories, respectively. 
Table 7.5.13 shows the likelihood ratio and the degrees of 
freedom for this model. -ý1, ý, I 
Table 7.5.13 Tests that k-way effect and higher order 
effects are zero. 
K DF L. R. CHISQ PROB. PEAR. CHISQ PROB. 
4 12 5.898 . 9211 4.486 . 9730 3 40 26.235 . 9040 28.785 . 9063 2 63 91.766 . 0105 '95.838 . 0048 1 71 162.064 . 0000 185.043 . 0000 
In a saturated model, the chi-square statistic and the 
degrees of freedom are zero. Considering af our-variable 
saturated model, if the fourth order effect is deleted, the 
number of degrees of freedom increases to 12 and the amount 
Of chi-square statistic increa . ses from zero to 5.898. The 
increase in the chi-square value is due to the elimination 
of the fourth order effect. This value is used to test the 
hypothesis of the significance of the fourth order 
interaction. in this case the Ho indicates: 
HO: The fourth order interaction is non-existent (the fourth 
order term is zero). 
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If the significance level (p), for the likelihood ratio chi- 
square value with the determined degrees of freedom is 
small, the hypothesis is rejected, otherwise it is accepted. 
In this case p=0.9211, so the hypothesis that the fourth 
order term is zero is not rejected. 
In the next stage (design), the likelihood ratio chi7square 
value increases to 26.235, and the degrees of freedom to 40. 
The hypothesis is: 
HO: All the third-order or higher interactions are non- 
existent (all the third and fourth order terms are zero). 
In this case p=0.954 and as such the null hypothesis can 
not be rejected. The hypothesis that the third-order, _effect 
is zero is therefore accepted. 
As the higher level interactions are removed, the p values 
are decreased. The value represented in the table shows that 
for the fourth and third order interactions the probability 
is high (higher than 0.05) and for the second and first 
order interactions the probaýility is low. Thus, a model 
with first and second order interactions is appropriate to 
represent the data. 
In generic terms we can express: X2 = X2 k-1 - X2 k 
where: 
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X2 k ..... is the likelihood ratio chi-square value; 'when kth 
order effect is present. 
X2 k-1 ... is the likelihood ratio, chi-square value, ! when 
kth order effect is removed. 
For each hierarchical log-linear model, two types of 
hypothesis are tested :a test that all the kth'- and - higher 
order ef f ects are zero (Table 7.5.13) ; and a test that -kth- 
order effects are zero (Table 7.5.14). As can be'seen, the 
two tables can be*obtained one from another. 
The difference, L2=(26.235 - 5.898)= 20.337 is attributed to 
the third order effect with 28 degrees of'-freedom (Table 
7.5.14). The significance level is 0.6657. The high value of 
the significance level indicates that the null hypothesis 
(that the third order effects are zero) cannot be rejected. 
Table 7.5.14 Tests that k-way effects are zero. 
K DF L. R. CHISQ PROB. PEAR. CIIISQ PROB. 
1 8 70.298 . 0000 89.205 . 0000 2 23 65.531 . 0000 67.053 . 0000 3 28 20.337 . 8519 24.299 . 6657 4 12 5.898 . 9211 4.486 . 9730 
In the above mentioned case, when the "tests that k-way 
effects are zero" are realised, the result shows that the 
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third order effect, when all the three way interactions are 
taken together, is zero. In this case, nothing is known 
about each individual term. it is possible however to 
evaluate the effects of the individual terms. This enables a 
decision to be made on whether one or other effect should be 
deleted or remain in the model (Knoke and Burke 1980, 
Norusis, 1985). Table 7.5.15 shows 'an extract of the table 
of tests of partial associations f or the previous example. 
In this table partial associations f or a number of three- 
and two-way interactions are shown. Based on the information 
provided by this table, it is possible t to decide which 
three-way interactions should be deleted. 
Table 7.5.15 An extract of a table of partial associations. 
EFFECT NAME DF PARTIAL CHISQ PROB. 
A*B*C 4 5.302 . 2577 A*B*D 12 10.236 . 5952 A*C*D 6 2.270 . 8933 B*C*D 6 6.491 . 3705 A*B 4 11.838 . 0186- A*C 2 13.550 . 0011 B*C 2 . 332 . 8470 A*D 6 12.3,26 . 0551 
7.5.7 CHOOSING A XODEL 
There are two generic guide-lines f or the selection of a 
model: it must fit the data and it must be capable of being 
interpreted. As indicated by Norusis (1985, p. 332): 
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A good model should fit the data well and be as simple 
as possible. 
Generally, the best starting point for fitting'-a,. Iog-linear 
model is a saturated model. By analysing the, standardised 
values for the parameter estimates, it is-possible to'decide 
which term or terms need to be eicluded from -the'rodel. 
Another approach is to systematically test the contribution 
of each term. The two general strategies that have been 
suggested for the selection of a model that best fits the 
data are explained by (Knoke and Burke, 1980, p. 37,38) in 
the following terms: 
One approach starts with the saturated model and 
begins successively deleting the higher order 
interaction terms until the fit of the model to the 
data becomes unacceptable by whatever probability 
standards the analyst has adopted. The second approach 
starts with the simplest. model ... and successively 
adds increasingly complex interaction terms until an 
acceptable fit is obtained which cannot be 
significantly improved by adding further terms. 
These strategies are referred 
. to by Norusis - (1985), as 
"backward elimination" and "forward selection". As defined 
by Norusis (1985, p. 312): 
Forward selection adds effects to a model, while 
backward elimination starts with all effects in a 
415 
model and then removes those that do not satisfy the 
criterion for remaining in the model. 
While some believe that the forward selection leads to 
better models (Benedetti and Brown, 1978), others prefer 
backward elimination (Knoke and Burke 1980). Either strategy 
is acceptable and the choice is' much related to the 
preference of the analyst. SPSSX uses backward elimination. 
7.5.8 CAUSALITY OF LOG-LINEAR MODELS 
Knoke and Burke (1980, p. 42) refer to the'efforts of, Coodman 
(1973a, 1973b, 1979) in drawing a-parallel' between causal 
models in log-linear technique and- the path, analysis. They 
believe that his efforts lead to a partial success '' and 
comment: 
The analogy breaks down however in (1) the inability 
of the log-linear version to assign single values to 
causal paths when polytoMous variables, are involved 
and (2) the calculation of 'the magnitude of, effects 
along indirect paths between variables. Still, the 
causal analogy is sufficiently appealing to allow a 
tempered use of the method whenever a well-reasoned 
hypothesis can take advantage of uni-directional 
causal sequence among the variables. 
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7.5.9 SUMMARY 
The data used in this study are categorical data, the 
treatment of which requires differing statistical 
techniques. The starting point of the analysis of 
qualitative data is the analysis of 'contingency tables' 
(Everitt, 1977). The concept of 
, 
contingency table was 
discussed. There are a number of ways to see if the 
variables in a contingency table are independent or not. 
First, the chi-square test of independence, which is the 
simplest technique for the verification of the relationship 
between variables of a contingency table was considered. 
Later, hierarchical log-linear analysis which is a more 
complex technique for modelling the relationship between 
variables of a contingency table, was reviewed. Finally the 
logit models and the linear-by-linear association model for 
ordinal data were also discussed. These models not only 
identify the relationship between variables, but also permit 
the identification of the nature of relationship between 
them. The results obtained throiigh the application of these 
techniques to the data of this study will be presented in 
Chapters Ten and Eleven. 
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. 33073 -. 11340 -. 06785 
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